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ADMIRAL ROSE:  In ou r  e x a m i n a t i o n  of n a t i o n a l  l o g i s t i c s  m a n a g e -  

m e n t  up to now w e ' v e  been  p r i m a r i l y  c o n c e r n e d  wi th  the  func t iona l  a r e a s  

of m a n a g e m e n t ;  t ha t  i s ,  p r o d u c t i o n ,  p e r s o n n e l ,  f i n a n c i a l ,  m a r k e t i n g ,  r e -  

s e a r c h  and d e v e l o p m e n t ,  and l a b o r - m a n a g e m e n t  r e l a t i o n s .  We now t u r n  

o u r  a t t e n t i o n  to t he  a c q u i s i t i o n  and m a n a g e m e n t  of m a t e r i a l  at the  l eve l  

of the  D e p a r t m e n t  of De fense  and the  D e p a r t m e n t  of the  A r m y .  

Our  s p e a k e r  t h i s  m o r n i n g ,  G e n e r a l  B e s s o n ,  h a s  t h i s  job  fo r  the  A r m y  

as the  f i r s t  c o m m a n d e r  of the  A r m y ' s  r e l a t i v e l y  new U° S. A r m y  M a t e r -  

i e l  C o m m a n d .  You al l  r e m e m b e r  when  it was  o r g a n i z e d  about  two y e a r s  

• go. G e n e r a l  B e s s o n  is  c h a r g e d  wi th  t he  d e v e l o p m e n t  and p r o v i s i o n  of m a -  

t e r i a l  and r e l a t e d  s e r v i c e s  to the  A r m y ,  and h i s  p r i n c i p a l  func t ions  i n c lu d e  

R&D; t e s t i n g  and eva lua t ion ;  p r o d u c t i o n  and p r o c u r e m e n t ;  and the  d i s t r i -  

but ion,  m a i n t e n a n c e ,  t r a n s p o r t a t i o n  and d i s p o s a l  of m a t e r i a l .  

G e n e r a l  B e s s o n  wi l l  d i s c u s s  wi th  us  t h i s  m o r n i n g ,  s o m e  of the  p r o c e d -  

u r e s  and p r o b l e m s  invo lved  in the  d e v e l o p m e n t ,  p r o c u r e m e n t  and dep lo y -  

m e n t  of weapons  s y s t e m s .  

It i s  m y  p l e a s u r e  to w e l c o m e  back to t h i s  s choo l  G e n e r a l  F r a n k  S. B e s -  

son ,  U. S. A r m y .  

G E N E R A L  BESSON: Thank  you,  A d m i r a l  R o s e .  G e n t l e m e n :  

In t a l k i n g  to you t o d a y  I wi l l  p r o b a b l y  spend  a g r e a t  deal  of t i m e  on o r -  



g a n i z a t i o n  b e c a u s e  t h i s  h a s  been  m y  m a j o r  c o n c e r n  in a l m o s t  the  pa s t  

two y e a r s .  It was  two y e a r s  ago t h i s  c o m i n g  M a r c h  tha t  the  A r m y  an-  

nounced  i t s  p lan  to go into a m a j o r  r e o r g a n i z a t i o n .  And at  t ha t  t i m e  I 

was  put in c o m m a n d  of the  p l ann ing  g roup  fo r  the  A r m y  M a t e r i e l  C o m -  

m a n d .  In Augus t  a y e a r - a n d - a - h a l f  ago we b e c a m e  o p e r a t i o n a l .  Now, 

to took back ,  the  Arm y m a t e r i e l  func t ions  had  been l a r g e l y  h a n d l e d  by  

s e v e n  t e c h n i c a l  s e r v i c e s ;  I won ' t  n a m e  them a l l  - the  E n g i n e e r s ,  Q u a r -  

t e r m a s t e r ,  O r d n a n c e ,  the  Signal  C o r p s ,  e tc .  

T h e s e  t e c h n i c a l  s e r v i c e s  w e r e  put u n d e r  m e  fo r  c o n s o l i d a t i o n .  Now, 

w h e n  I s a y  the  m a t e r i e l  func t ions  I have  to l e ave  out t he  o t h e r  func t i ons  

b e c a u s e  the  t e c h n i c a l  s e r v i c e s  h a v e  c e r t a i n  r e s p o n s i b i l i t i e s  fo r  p e r s o n -  

ne t  in t h e i r  own s e r v i c e s ;  t h e y  have  r e s p o n s i b i l i t y  fo r  t r a i n i n g ;  t h e y  have  

r e s p o n s i b i l i t y  fo r  o r g a n i z a t i o n  and d o c t r i n e .  All  t h e s e  t h ings  w e r e  changed  

when the  A r m y  e s t a b l i s h e d  i t s  new o r g a n i z a t i o n .  

If y o u ' l l  g ive  m e  the  f i r s t  c h a r t  w e ' l l  go into t h i s .  I l i ke  to o v e r - s i m -  

p l i f y  b e c a u s e  it  m a k e s  t h i n g s  e a s i e r  to u n d e r s t a n d .  B a s i c a l l y ,  the  A r m y ' s  

m i s s i o n  in p e a c e t i m e  is  shown on the  b o a r d .  F i r s t  you h a v e  to e s t a b l i s h  

a d o c t r i n e .  T h a t  i s ,  how y o u ' r e  go ing  to f ight ;  how y o u ' r e  o r g a n i z e d  to 

f ight ;  and wha t  k ind of e q u i p m e n t  you t t l  need  in o r d e r  to f igh t .  M a t e r i e l  

i s  g e t t i n g  t h o s e  t h i n g s  wi th  which  you wi l l  f igh t .  The  p e r s o n n e l  does  the  

f i gh t ing ;  and then  you h a v e  the  job of t r a i n i n g ,  which  i s  i n t e g r a t i o n  of the  

d o c t r i n e ,  the  m a t e r i e l  and the  p e r s o n n e l .  

Now, t h e s e  func t iona l  d i v i s i o n s  of the  A r m y  m i s s i o n  w e r e  the  b a s i s  
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for the reorganization of the Army a year-and-a-half ago. I've shown 

here the major Army components which do not have to do with the field- 

ing of unified forces. This is how we accomplish our mission of pre- 

paring troops for assignments to the unified forces and for then engag- 

ing in whatever operations - cold or hot war - may be required. 

The Combat Development Command at Fort Belvoir is responsible 

for doctrine. It decides how we're going to fight; how we should organ- 

ize; what TOs&Es we ought to have; and what kind of materiel ~ve should 

h a v e .  My job is  to get  the  m a t e r i e l ,  and then  the  C o n t i n e n t a l  A r m y  C o m -  

m a n d  t a k e s  the  m a t e r i e l ,  the d o c t r i n e ,  and the  peop le  i t  ge t s  f r o m  the  

Off ice  of P e r s o n n e l  O p e r a t i o n s ,  and t r a n s l a t e s  a l l  of t h e s e  t h i n g s  into 

t r a i n e d ,  f igh t ing  un i t s .  

I ' v e  shown  up on the  top h e r e  the  D e f e n s e  Supply  A g e n c y  so  as  to  ge t  

in c l e a r  con tex t  m y  r e t a t i o n s h i p  wi th  the  D e f e n s e  Supply A g e n c y .  B e c a u s e ,  

I ' ve  been  a s k e d  by s o m e  h igh  s o u r c e s  at t i m e s ,  if  I work  fo r  Andy  MIc 

N a m a r a .  I wou ldn ' t  mind ,  but I don ' t .  The  D e f e n s e  Supply  A g e n c y  is 

r e s p o n s i b l e  fo r  c o m m o n  i t e m s  of s u p p l y  for  a l l  t h r e e  s e r v i c e s .  Now, the  

l i s t  of c o m m o n  i t e m s  i s  g rowing .  But t h i s  is  f u n d a m e n t a l l y  t he  d i f f e r e n c e  

be tween  the  D e f e n s e  Supply A g e n c y  and the  s u p p l y  a g e n c i e s  of the  s e r v i -  

c e s .  

T h e  D e f e n s e  Supply  A g e n c y  h a n d l e s  the  c o m m o n  i t e m s  - food,  c lo th ing ,  

c o n s t r u c t i o n  m a t e r i a l s  and m e d i c a l  s u p p l i e s .  W e ' r e  ge t t i ng  down, now 

into a i r c r a f t  c o m m o n  p a r t s ;  a u t o m o t i v e  c o m m o n  p a r t s .  T h o s e  t h i n g s  which  
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a r e  c o m m o n  to the  A r m y ,  I am r e s p o n s i b l e  for ;  t he  whole  g a m u t  of the  

logistic chain from inception to disposal. 

The next chart. On the Army Staff we have a Deputy Chief of Staff 

fo r  O p e r a t i o n s  who is  r e s p o n s i b l e  fo r  t he  A r m y ' s  s t r a t e g i c  p l an .  Th i s  

t e l l s  how the  A r m y  is  going to f igh t  the  w a r .  Then  t h e r e  is  a C h i e f  of 

Staff  for  p a r t s  d e v e l o p m e n t ,  and h e ' s  r e s p o n s i b l e  for  the  s c h e d u l i n g  and 

the  p l ann ing  fo r  the  d e v e l o p m e n t  of the  f o r c e s ,  He,  r e a l l y ,  i s  the  co-  

o r d i n a t o r  of the  C o m b a t  D e v e l o p m e n t s  C o m m a n d ,  the  A r m y  M a t e r i e l  

C o m m a n d  and CONARC,  in the  g e n e r a l  b u s i n e s s  of t r a n s l a t i n g  ideas  into 

into  t r a i n e d  t r o o p s .  

We h a v e  an A s s i s t a n t  Ch ie f  fo r  R e s e a r c h  and D e v e l o p m e n t  who b a s i -  

c a l l y  looks  to me  fo r  m y  d e v e l o p m e n t  p r o g r a m .  P e r s o n n e l  i s  m a n p o w e r  

inpu t .  L o g i s t i c s  h a n d l e s  the  d i s t r i b u t i o n  p r o b l e m .  The  p r o c u r e m e n t  a s -  

pect  of l o g i s t i c s  r e a l l y  b y - p a s s e s  the  A r m y  Staff  and goes  to the  A s s i s -  

t an t  S e c r e t a r y .  T h i s  is  the  one a r e a  in which  I r e a l l y  d e a l  d i r e c t l y  wi th  

t he  A s s i s t a n t  S e c r e t a r y .  And t h i s  is  not on what  we buy,  wh ich  is  DCS- 

L O G ' s  job,  but how we buy  i t .  I go to the  A s s i s t a n t  S e c r e t a r y  of the  A r m y  

for  I n s t a l l a t i o n s  and L o g i s t i c s .  

One th ing  tha t  happened  in t h i s  o r g a n i z a t i o n  - and I d idn ' t  expec t  it to 

h a p p e n  - I expec ted  tha t  I would be r i gh t  up to m y  e a r s  in d e f e n d i n g  the  

A r m y ' s  budget  on the  m a t e r i e l  s i de .  T h i s  h a s  not c o m e  to p a s s .  And 

f r a n k l y ,  a l though  I was  s u r p r i s e d  I was  not d i s a p p o i n t e d ,  b e c a u s e  I h a v e  

v e r y  l i t t l e  i n f l uence  on what  r e a l l y  m a k e s  up the  A r m y  M a t e r i e l  budget .  
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Thi s  th ing  is r e h a s h e d  so m a n y  t i m e s  at so m a n y  d i f f e r e n t  l e v e l s  by so 

m a n y  peop l e ,  tha t  it ge ts  p r e t t y  wel l  i n g r a i n e d  by the  t i m e  it ge t s  to  the  

C o n g r e s s ,  and t h e n  all  C o n g r e s s  does  is t ake  i ts  l i t t l e  h a m m e r s  and c h i s e l  

away at i t .  And I 'm jus t  glad tha t  I don ' t  have  to s t and  up t h e r e  and t r y  

to p ick the  p i e c e s  up and put t h e m  back in t h e r e .  

I would  say  that  I would s u s p e c t  tha t  in the  days and y e a r s  to c o m e  as 

the  A r m y  M a t e r i e l  C o m m a n d  ge t s  l e s s  e m b r o i l e d  in the  p r o b l e m s  of r e -  

o r g a n i z a t i o n  and ge t s  down m o r e  into the  de ta i l s  of r unn ing  i t s  own job 

t h e r e  wi l l  be m o r e  and m o r e  t e n d e n c y ,  p e r h a p s ,  to l ean  m o r e  h e a v i l y  on 

the  A r m y  M a t e r i e l  C o m m a n d  for  t he  d e f e n s e  of t he  budget .  But at t he  

p r e s e n t  t i m e  the  R e s e a r c h  and D e v e l o p m e n t  budget  is  h a n d l e d  by the  As -  

s i s t a n t  Ch ie f  for  R e s e a r c h  and D e v e l o p m e n t ,  and the  L o g i s t i c s  budget  is 

hand led  b y  DCSLOG. 

Now, you m u s t  r e m e m b e r  tha t  m y  r e s p o n s i b i l i t i e s  b a s i c a l l y  s top  at 

t h e  w a t e r l i n e  in the  Uni ted  S ta tes .  I h a v e  the  t e r m i n a l  c o m m a n d s  of the  

A r m y  u n d e r  m e  and I load the  s tuff  aboa rd  the  s h i p s .  My b a s i c  r e s p o n -  

s i b i l i t y  ends  at the  t i m e  I put t he  m a t e r i a l  on the  sh ip .  And i t ' s  DCSLOG's  

job,  a c tua l l y ,  t h rough  the  un i f i ed  c o m m a n d  s t r u c t u r e ,  to look down the  

l o g i s t i c  p r a c t i c e s  o v e r s e a s .  Of c o u r s e ,  I h a v e  a m o r a l  r e s p o n s i b i l i t y  

wh ich  I c a n ' t  s h i r k ,  which  is  to m a k e  s u r e  that  the  e q u i p m e n t ,  s u p p l i e s ,  

m a i n t e n a n c e  and the  p r a c t i c e s  that  I s end  o v e r s e a s  do, in fac t ,  w o r k .  And 

as a c o n s e q u e n c e  I have  peop l e  o v e r s e a s  al l  the  t i m e  in d i r e c t  con tac t  with 

the  A r m y  e l e m e n t s  that  a r e  us ing  the  e q u i p m e n t  that  we send  o v e r s e a s .  

5 



T h e  nex t  c h a r t .  Now, to g ive  you s o m e  idea  about  the  s i z e  of  t he  

A r m y  M a t e r i e l  C o m m a n d ,  t h e r e  a r e  a few f i g u r e s  up t h e r e .  We s p e n d  

about  $9 b i l l i on  a y e a r .  I suppo r t  a m a t e r i e l  i n v e n t o r y  in the  h a n d s  of 

t r o o p s ,  in the  depo t s ,  of o v e r  $18 b i l l i on .  I s t a r t e d  out wi th  178,000 peop le ,  

of whom s o m e  22 ,000  w e r e  m i l i t a r y .  Tha t  f i g u r e  has  gone  down to about  

15,000 s i n c e  I took c o m m a n d  a y e a r - a n d - a - h a l f  ago.  I i n h e r i t e d  233 in-  

s t a l l a t i o n s  and a c t i v i t i e s  s c a t t e r e d  al l  a r o u n d  the  C o n t i n e n t a l  Un i t ed  S ta t e s .  

And t h e r e  is one  i n s t a l l a t i o n  in A l a s k a  and one  in P a n a m a .  

J u s t  to g ive  you an idea  of what  $[ l riiH[on looks  l ike ,  a ~ni/~lion d o l l a r s  

in $1,000 b i l l s  is  s e v e n  i n c h e s  h igh .  So, $1 b i l l ion  is about  t he  h e i g h t  of 

the  W a s h i n g t o n  M o n u m e n t .  Tha t  m e a n s  I spend  the  he igh t  of the  W a s h i n g -  

ton M o n u m e n t  in t h o u s a n d - d o l l a r  b i l l s  s e v e n  t i m e s  a y e a r .  

T h e  nex t  c h a r t .  Wel l ,  h e r e ' s  the  way  we  o r g a n i z e d .  I d e c i d e d  tha t  

we would  go on a c o m m o d i t y  b a s i s .  T h a t  i s ,  tha t  I would  h a v e  a c o m m o d i t y  

m a n a g e r  r e s p o n s i b l e  fo r  e v e r y t h i n g  hav ing  to do wi th  a p a r t i c u l a r  p i e c e  

of e q u i p m e n t .  In s e t t i n g  th is  up I wen t  a long  the  t r a d i t i o n a l  l i n e s  of the  

A r m y  to m o v e ,  to sh ip ,  and to c o m m u n i c a t e .  O u r  c o m m o d i t y  c o m m a n d  

• c o v e r e d  the  s p e c t r u m  of A r m y  m a t e r i e l .  U n d e r  th is  c o m m a n d  t h e r e  a r e  

a i r c r a f t ,  g e n e r a l  p u r p o s e  v e h i c l e s ,  o u r  r a i l r o a d  e q u i p m e n t  and o u r  h a r -  

b o r  equ ipm ent .  

U n d e r  the  w e a p o n s  c o m m a n d  a r e  the  t anks  and the  guns .  U n d e r  the  

m i s s i l e  c o m m a n d  i t ' s  s e l f - e x p l a n a t o r y  - m u n i t i o n s ,  i n c l u d i n g  a t o m i c .  

And f i n a l l y ,  t h e  e l e c t r o n i c s  c o m m a n d  o r  c o m m u n i c a t i n g  c o m m a n d .  
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Now, back ing  up t h e s e  f ive c o m m o d i t y  c o m m a n d s  a r e  a t e s t  and eva l -  

ua t ion  c o m m a n d  which  is r e s p o n s i b l e  fo r  p rov ing  out t he  e q u i p m e n t  de -  

ve loped  by the  c o m m o d i t y  c o m m a n d e r s .  Th is  is an i n d e p e n d e n t  check 

that  t he  e q u i p m e n t  d e v e l o p e d  wil l ,  in fact ,  m e e t  t he  n e e d s  of the  u s e r ,  

and can,  in fac t ,  be  u t i l i z ed  s u c c e s s f u l l y  in t he  f ie ld .  

T h e n  I h a v e  a supp ly  and m a i n t e n a n c e  c o m m a n d  which  is r e s p o n s i b I e  

for  b r i d g i n g  f r o m  the  c o m m o d i t y  c o m m a n d e r  in to the  u s e r .  He is an in- 

dependen t  guy who m a k e s  s u r e  tha t  the  c o m m o d i t y  c o m m a n d e r  d o e s n ' t  

get  so  e n g r o s s e d  in m a t e r i e l  that  he  f o r g e t s  t he  u s e r .  Now, the  supp ly  

and m a i n t e n a n c e  c o m m a n d  is l oca t ed  h e r e  in Wash ing ton ,  and as  such ,  I 

have  d e p a r t e d  f r o m  n o r m a l  t r a d i t i o n a l  l ines  of o r g a n i z a t i o n  in m y  own 

t r a n s p o r t a t i o n  
h e a d q u a r t e r s ,  and I have  no supp ly  and m a i n t e n a n c e  o r / p e r s o n n e l  in m y  

h e a d q u a r t e r s .  

I d e c e n t r a l i z e d  the  r e s p o n s i b i l i t y  for  t h e s e  ac t i ons  to m y  supp ly  and 

m a i n t e n a n c e  c o m m a n d .  He, in fac t ,  is  m y  Deputy  in dea l i ng  with t h e s e  

c o m m o d i t y  c o m m a n d e r s  on supply ,  m a i n t e n a n c e  and t r a n s p o r t a t i o n .  He 

d o e s n ' t  c o n t r o l  what  goes  into the  s y s t e m  o r  what  it is tha t  goes  into the  

s y s t e m ;  t h a t ' s  the  r e s p o n s i b i l i t y  of the  c o m m o d i t y  c o m m a n d e r ;  but he  

d o e s  c o n t r o l  how it is  h a n d l e d  in the  s y s t e m  and what  k ind  of p r o c e d u r e s  

t h e y  u se  to t r a n s l a t e  it f r o m  the  depot  s y s t e m  into the  hands  of t he  u s e r .  

Up u n d e r  m y  h e a d q u a r t e r s  I show an i t e m  m a r k e d  " P r o j e c t  M a n a g e r s .  

And I ' ve  i n t r o d u c e d  p r o j e c t  m a n a g e r s  into the  A r m y  M a t e r i e l  C o m m a n d  

on a v e r y  i m p o r t a n t  s c a l e .  I did th i s  for  s e v e r a l  r e a s o n s .  In t he  f i r s t  
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p lace ,  p r o j e c t  m a n a g e r s h i p  is a g rowing  s c h o o l  of  m o d e r n  m a n a g e m e n t .  

I b o r r o w e d  what  I could  f r o m  the  o t h e r  s e r v i c e s .  I went  up to A d m i r a l  

Rayburn  who r an  the  P o l a r i s  S y s t e m ,  which  was  the  one  r e a l  p r o j e c t  

m a n a g e r s h i p  in the  Navy and a v e r y  a u t h o r i t a t i v e  one ,  I m u s t  s a y  - and 

I t a lked  to G e n e r a l  S h r i e v e r  and h is  fo lks  about  how the  A i r  F o r c e  Sys-  

t e m s  C o m m a n d  h a n d l e s  p r o j e c t  m a n a g e r s  t h r o u g h  t h e i r  s y s t e m .  B a s i -  

ca l ly ,  I 'd  s ay  tha t  I b o r r o w e d  s o m e t h i n g  f r o m  both the  A i r  F o r c e  and the  

Navy,  I b o r r o w e d  the  a u t h o r i t a t i v e  c o n t r o l  f r o m  the  Navy  and I b o r r o w e d  

the  b road  s c o p e  of t he  u t i l i z a t i on  of the  u t i l i z a t i on  of p r o j e c t  m a n a g e r s ,  

f rom the  A i r  F o r c e .  

A n o t h e r  r e a s o n  tha t  I i n t r o d u c e d  p r o j e c t  m a n a g e r s  into t he  s y s t e m  was  

b e c a u s e  in p i ck ing  up th is  new o r g a n i z a t i o n  one  of m y  p r i m a r y  c o n s i d e r a -  

t ions  was to m a k e  s u r e  that  we did not drop  the  ba l l .  I had  a t r e m e n d o u s  

job in p ick ing  up i n s t a l l a t i o n s  and peop l e  and w e l d i n g  t h e m  into th i s  new 

o r g a n i z a t i o n a l  s t r u c t u r e .  As an e x a m p l e ,  t h e r e  a r e  s o m e  3 ,500 peop le ,  

or  r a t h e r ,  t h e r e  w e r e  3 ,500  peop le  in W a s h i n g t o n  two y e a r s  ago who don ' t  

now ex i s t  in t he  jobs t h e y  e x i s t e d  in b e f o r e .  T h e s e  peop l e  e i t h e r  left  

Wash ing ton  to go out into the  f ie ld ,  o r  t h e y ' v e  left  the  s e r v i c e .  T h e r e  a r e  

on ly  2 ,800  of t h e m  in Wash ing ton  now. And t h e y ' r e  al l  w o r k i n g  at d i f f e r -  

ent  d e s k s ,  in d i f f e r e n t  bu i ld ings ,  with d i f f e r e n t  peop le ,  u n d e r  a d i f f e r e n t  

o r g a n i z a t i o n a l  s t r u c t u r e .  

It m i g h t  be i n t e r e s t i n g  to know how we  s t a r t e d  off doing  th i s  b e c a u s e  

i t ' s  a n o t h e r  e x a m p l e  of how a s i m p l e  a p p r o a c h  wi l l  w o r k .  I sa id  tha t  a 
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s taf f  o f f i c e r ,  wh ich  is a l l  t h e s e  p e o p l e  in W a s h i n g t o n  r e a l l y  a r e ,  on ly  

does  t h r e e  t h ings ;  he  e i t h e r  l o s e s  a p i e c e  of  p a p e r  - and I s a i d  w e  w e r e n ' t  

going to do tha t  in t h e  A r m y  M a t e r i e l  C o m m a n d ;  wh ich  l e a v e s  o n l y  two 

th ings  fo r  h im  to do. T h e  o t h e r  two t h i n g s  he  does  a r e ,  he  e i t h e r  s i g n s  

a p i e c e  of p a p e r  and t e l l s  s o m e b o d y  to do s o m e t h i n g ,  o r  he  p r e p a r e s  a 

p i e c e  of p a p e r  fo r  s o m e b o d y  e l s e ' s  s i g n a t u r e .  In i t ' s  r e a l  s i m p l e  f o r m  

this  is  wha t  a s t a f f  o f f i c e r  d o e s .  

So, I s a id  tha t  w h e r e v e r  t h e s e  guys  a r e ,  w e ' l l  j u s t  c h a n g e  t h e  n a m e  

o v e r  the  d o o r  and if t h e y  s i gned  a p i e c e  of p a p e r  b e f o r e  t h e y ' l l  s ign  i t .  

If t h e y  p r e p a r e d  it f o r  s o m e b o d y  e l s e ' s  s i g n a t u r e ,  t h e y ' l l  p r e p a r e  it  f o r  

the  s i g n a t u r e  of a n u c l e u s  which  I e s t a b l i s h e d  in m y  h e a d q u a r t e r s ,  and 

then  t h e y ' l l  s end  the  p a p e r  o v e r  t h e r e  and w e ' l l  t a k e  up the  s i g n i n g  of 

the  p a p e r  f r o m  t h e r e  on.  Th i s  w o r k e d .  And it had  to w o r k  b e c a u s e  it 

was  al l  we had  to s t a r t  wi th .  

I th ink  i t ' s  an i n t e r e s t i n g  s t o r y  about  how we s t a r t e d  too ,  b e c a u s e  we 

w e r e  o r i g i n a l l y  s u p p o s e d  to t ake  a y e a r  to get  o p e r a t i o n a l .  A f t e r  about  

s ix  m o n t h s  we  s t a r t e d  p i ck ing  up bi ts  and p i e c e s  of th i s  t h ing ,  and fo r  one  

r e a s o n  o r  a n o t h e r  S e c r e t a r y  M c N a m a r a  a s k e d  how q u i c k l y  we  cou ld  put 

th i s  th ing  into  be ing .  We s t a r t e d  t h e  m i d d l e  of  M a r c h  and th i s  was  the  

end of A p r i l  when  he  a s k e d .  I s a i d ,  " W e l l ,  I can  be o p e r a t i o n a l  on the  

1st of  J u l y ,  "which  s e e m e d  to be a r e a s o n a b l e  t i m e  - the  f i r s t  of t he  y e a r .  

By tha t  t i m e  I was  t i r e d  of a l l  t he  a s s i s t a n c e  I w a s  ge t t i ng  f r o m  al l  the  

peop l e  who w e r e  t e l l i n g  m e  how to r e o r g a n i z e  th i s  c o m m a n d  and how to 
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do t h e s e  t h ings ,  m a k i n g  s u r e  that  I wou ldn ' t  m a k e  any  m i s t a k e s .  I was 

r ea l  anx ious ,  ac tua l ly ,  to get  going .  

Wel l ,  the  A r m y  Staff sa id  I cou ldn ' t  p o s s i b l y  do it tha t  q u i c k l y .  I 

said,  "Al l  r igh t ,  j u s t  t e l l  Mr .  

te l l  h i m  you sa id  I c o u l d n ' t . "  

M c N a m a r a .  I to ld  h im  I cou ld ,  and you 

I sa id ,  "I w a s n ' t  g iven  c o m m a n d  of th i s  

job to s t a r t  off t e l l i n g  S e c r e t a r y  M c N a m a r a  what  he  c o u l d n ' t  do. " This  

leads  m e  back to a n o t h e r  r e a s o n  why I have  p r o j e c t  m a n a g e r s .  I found 

that  p r o j e c t  m a n a g e r s  w e r e  in h igh  r e p u t e  in the  top l e v e l s  of D e f e n s e  

and I c o u l d n ' t  s e e  any  r e a s o n  why I s h o u l d n ' t  go a long wi th  t h e m .  

F i n a l l y ,  a n o t h e r  r e a s o n  tha t  I h a v e  p r o j e c t  m a n a g e r s  - g e t t i n g  back 

to m y  bas i c  i dea  - one of the  c e n t r a l  th ings  I had was  to m a i n t a i n  the  con-  

t i nu i ty  of o p e r a t i o n s  and the  con t inued  s u p p o r t  of the  m i l i t a r y  f o r c e s .  

One way it s e e m e d  to m e  to do th is  was  to put s o m e  peop le  on top of c e r -  

t a in  a r e a s  e m b o d i e d  so I would know exac t ly  who was  h a n d l i n g  t h o s e  p ro -  

posed  e l e m e n t s .  And you ' l l  s e e  that  I app l i ed  th i s  to a v e r y  s u b s t a n t i a l  

po r t i on  of m y  lbus ine s s .  

F i n a l l y ,  I g u e s s  a n o t h e r  r e a s o n  I h a v e  p r o j e c t  m a n a g e r s  is b e c a u s e  

m o s t  e v e r y b o d y ,  inc lud ing  m y s e l f ,  wou ldn ' t  have  g iven  m u c h  fo r  m y  chan -  

ces  of $ a r v i v i n g  th i s  o r g a n i z a t i o n a l  p r o c e d u r e .  And I d e c i d e d  tha t  if I 

was  going to go down I was  going  to go down doing it d i f f e r e n t ;  I d idn ' t  in-  

t end  to go down jus t  doing the  sam e old th ing .  

I ' v e  l i s t ed  h e r e  s o m e  of the  c r i t e r i a  tha t  we e s t a b l i s h e d  for  p r o j e c t  

m a n a g e r s .  Rea l ly ,  the  c e n t r a l  th ing  to know about p r o j e c t  m a n a g e r s  is 
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that  i t ' s  an excep t i ona l  s y s t e m  of m a n a g e m e n t .  You c a n ' t  apply  it to 

e v e r y t h i n g  b e c a u s e  it i s  t hen  no l o n g e r  e x c e p t i o n a l ,  and f u r t h e r m o r e ,  the  

th ing wi l l  fa l l  apa r t  f r o m  f r a c t u r i z a t i o n  of y o u r  who le  o r g a n i z a t i o n .  T h e s e  

th ings  a r e  f a i r l y  s e l f - e x p l a n a t o r y .  What it m e a n s  is  tha t  a th ing  wants  

s p e c i a l  a t t en t ion .  And you have  to be c a r e f u l  as to what  is s p e c i a l  a t t en -  

t ion.  But if any  one of t h e s e  f a c t o r s  o r  any c o m b i n a t i o n  of t h e s e  f a c t o r s  

s e e m  i m p o r t a n t  tha t  th i s  th ing  be p laced  in an e x c e p t i o n a l  pos i t ion  w h e r e  

you g ive  e x c e p t i o n a l  a u t h o r i t y  and look fo r  excep t i ona l  p e r f o r m a n c e  , t h e n  

we h a v e  s t a r t e d  the  p r o j e c t  m a n a g e r  s y s t e m .  

I m u s t  s ay  tha t  when  we went  off to  do th i s  job I ended  up with a lot 

m o r e  p r o j e c t  m a n a g e r s  than I e x p e c t e d  to have .  My s ta f f  r e a l l y  s t a r t e d  

runn ing  with t h i s  th ing  and I r e a l l y  had to t a c k l e  t h e m  b e c a u s e  t h e y  got m e  

out a lot f u r t h e r  than  I r e a l l y  m e a n t  to be.  But f r a n k l y ,  I ' m  g lad .  

The  next  c h a r t .  The  l i s t  of p r o j e c t  m a n a g e r s  c h a n g e s  f r o m  t i m e  to 

t i m e .  I now h a v e  33 p r o j e c t  m a n a g e r s .  T h e y  a c t u a l l y  c o n t r o l  e x p e n d i t u r e s  

of o v e r  $l 112 b i l l ion  in p a y m e n t s ,  and $ 3 / 4  b i l l ion  in RDT&Eo And,  a s -  

s i gned  to the  p r o j e c t  m a n a g e r s '  s t a f f  a r e  2,431 peop le .  About  80 peop l e  

on t he  a v e r a g e  a r e  on the  p r o j e c t  m a n a g e r ' s  s taf f .  And it  a v e r a g e s  out 

a b o u t  one  p e r s o n  fo r  e v e r y  m i l l i o n  d o l l a r s ,  which  d o e s n ' t  s e e m  to m e  to 

be u n r e a s o n a b l e .  The  n u m b e r s  on h e r e  a r e  m y  d i r e c t  RDT&E;  i t ' s  about 

50~o of each  p r o g r a m  and is  u n d e r  the  p r o j e c t  m a n a g e r ' s  d i r e c t i o n .  

I have  the  p r o j e c t  m a n a g e r s  r e p o r t  to t he  c o m m o d i t y  c o m m a n d .  T h e y  

don ' t  r e p o r t  in to m e  d i r e c t l y .  I ' l l  show you how t h e y  w o r k ,  on the  next  
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c h a r t .  Th i s  is  a p r o j e c t  m a n a g e r  who r e p o r t s  to m e .  And,  r e p o r t i n g  

to m e  he  is o v e r  m y  s ta f f .  I t ' s  a d i r e c t  r e l a t i o n s h i p  b e t w e e n  m e  and the  

p r o j e c t  m a n a g e r .  He is r e s p o n s i b l e  to m e  fo r  d i r e c t i o n  of  t he  p r o g r a m .  

He has  h i s  own s ta f f ,  a s m a l l  s taf f ;  it r u n s  f r o m  10 o r  15 p e o p l e  up to a 

m a x i m u m ,  w h i c h  is o u r  ZEUS p r o j e c t ,  of  about  300. He has  m y  a u t h o r -  

i ty  to i s s u e  o r d e r s  any  p l a c e  a c r o s s  the  c o m m a n d ,  to ge t  h i s  p r o g r a m  

done. 

Now,  h e  h a s  to h a v e  a p lan .  

and th i s  m a s t e r  p lan  is s t a f f ed .  

He has  a m a s t e r  p lan  wh ich  is a p p r o v e d ,  

Out of th i s  m a s t e r  p lan  we  e s t a b l i s h  the  

s c h e d u l e s  and the  s e  a r e  app l i ed  as  we  did in t h e  r e s o u r c e s  tha t  h e ' s  go ing  

to h a v e  to u s e .  A f t e r  tha t  h e ' s  on h i s  own.  And I, of c o u r s e ,  ge t  t h e  

w e e k l y  r e p o r t s ;  t h e y ' r e  jus t  s o r t  of h igh l i gh t  r e p o r t s .  I ge t  r e g u l a r  m o n -  

t h l y  r e p o r t s  on t he  s c h e d u l e s ,  but m y  s ta f f  is into t he  p i c t u r e  on ly  so m u c h  

as the  p r o j e c t  m a n a g e r  o r  I want  to b r i n g  the  s t a f f  in .  The  s ta f f  h a s  no r e -  

s p o n s i b i l i t y  fo r  s u p e r v i s i o n  of t he  p r o j e c t  m a n a g e r s .  

T h e  next  c h a r t .  Now, a p r o j e c t  m a n a g e r  u n d e r  a c o m m o d i t y  c o m m a n -  

d e r  r e p o r t s  d i r e c t l y  to t he  c o m m a n d i n g  g e n e r a l  of  tha t  c o m m a n d .  H e r e  

aga in ,  t h e  s ta f f  of tha t  c o m m a n d  is  a o n e - t o - o n e  r e l a t i o n s h i p  b e t w e e n  the  

p r o j e c t  m a n a g e r  and the  c o m m a n d e r  of the  c o m m o d i t y  c o m m a n d .  H e r e  

aga in ,  d e s p i t e  t he  fac t  t ha t  th i s  p r o j e c t  m a n a g e r  is in t h e  s u b o r d i n a t e  corn-  

m a n d ,  he  h a s  m y  a u t h o r i t y  to i s s u e  o r d e r s  a c r o s s - t h e - b o a r d  ju s t  as  though 

he  w e r e  r e p o r t i n g  d i r e c t l y  to m e .  

Now,  in e x c h a n g e  fo r  th i s  a u t h o r i t y  w h i c h  I ' v e  d e l e g a t e d  to h i m ,  h e  h a s  
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the responsibility to come back to me to keep me advised if things aren't 

going the way he wants. In effect, he has more responsibility than the 

Commanding General of that mobility command, because he can issue 

orders to the other commanders that the Commanding General of the mo- 

bility command can't issue. And so, he has to be responsible to me for 

this special delegation of responsibility. 

Now, the question is raised, "Suppose he and the commodity commander 

don't get along?" Well, that's one of the reasons for the red line; he's 

supposed to come to me on this line. I was told that this wouldn't work, 

and frankly, I didn't anticipate that it would happen very often; and it hasn't. 

It has only happened a couple of times. I might say that this reminds me 

of the recruit sentinel on a gate who was responsible for stopping all the 

incoming cars to insure that they had a post sticker on them. And the 

Major General commanding the post drove up in a big black car, and he 

wasn't going to have any stickers on his car to show where he came from. 

He stuck his head out and said, "It's all right, sentinel, I'm the CG; driver, 

I I  d r i v e  on. 

The  r e c r u i t  c a m e  up to the  r e a d y  with h i s  rifle and sa id ,  "S i r ,  I'1~ ~_ew 

a round  h e r e  and I 'm  t r y i n g  to do w h a t ' s  r igh t .  Would you jus t  t e l l  m e ,  who 

do I shoot  f i r s t ,  you o r  the  d r i v e r ? "  

I f e e l  tha t ,  g e n e r a l l y  speak ing ,  r e a s o n a b l e  m e n  look ing  at t he  s a m e  

facts  wi l l  c o m e  to the  s a m e  c o n c l u s i o n s .  So, I don ' t  r e a l l y  a n t i c i p a t e  dif-  

f i c u l t i e s  b e t w e e n  t he  p r o j e c t  m a n a g e r s  and the  c o m m o d i t y  c o m m a n d e r s  
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unde r  th i s  unusua l  r e l a t i o n s h i p  which  I h a v e .  Th i s  has  on ly  h a p p e n e d  

twice ,  and not in the  s a m e  p l ace .  If it h a p p e n e d  t w i c e  in the  s a m e  p l a c e  

s o m e  d r a s t i c  ac t ion  would have  to be t aken .  As a m a t t e r  of fac t ,  s o m e  

d r a s t i c  ac t ion  was t aken  one  of the  t i m e s  that  it did happen .  T h e r e  was  

not on ly  a conf l i c t  but a c o m p l e t e  m i s u n d e r s t a n d i n g ,  and t h e r e  had to be 

And I m igh t  s ay  tha t  it w a s n ' t  t he  p r o j e c t  m a n a g e r  a change  of peop l e .  

who went .  

The  next  c h a r t .  The  bas i c  p r i n c i p l e  of the  p r o j e c t  m a n a g e r ,  a s i d e  

f rom the  fact  that  i t ' s  an excep t i ona l  s y s t e m  of m a n a g e m e n t ,  is that  h e  

has  a s taff ;  h e ' s  not an e x p e d i t e r .  Wel l ,  t h i s  is what  I found the  A r m y  

had when I took  o v e r .  T h e y  ca l l ed  t h e m  p r o j e c t  m a n a g e r s ,  but t h e y  weren%. 

T h e y  w e r e  m e r e l y  e x p e d i t e r s  - a m a n ,  a desk  and a g i r l ;  a l so  a penc i l  

and t e l e p h o n e .  T h e s e  guys a r e  r e s p o n s i b l e ;  t h e y  ge t  the  m o n e y .  T h e y  

c o n t r o l  the  d o l l a r  r e s o u r c e s .  When they  go to the  o t h e r  c o m m a n d s  t h e y  

go with a checkbook  and they  o r d e r  and pay for  the  r e s o u r c e s  tha t  t h e y ' r e  

going to get  out of tha t  c o m m a n d .  

F i n a l l y ,  b e c a u s e  of  th is  d e l e g a t i o n  of a u t h o r i t y ,  t h e y  have  a r e s p o n s i -  

b i l i ty  back to m e ;  t h e y ' r e  w i r e d  in to m e .  And I e i t h e r  w r i t e  o r  i n d o r s e  

the  e f f i c i e n c y  r e p o r t  of e v e r y  one  of t h e s e  p r o j e c t  m a n a g e r s .  

The  next  c h a r t .  P e o p l e  told m e  about  the  p r o b l e m s  of p r o j e c t  m a n a g e r -  

sh ip .  Th is  is a c h a r t  tha t  w e ' v e  had f r o m  the  v e r y  beg inn ing  w h e n  t h e y  to ld  

m e  what  t he  p r o b l e m s  w e r e  going to be .  About tha t  t i m e  I h e a r d  a s t o r y  of 

an a i r p l a n e  f ly ing  o v e r  the  P a c i f i c .  I ' v e  to ld  th is  s t o r y  a lot of t im  es but 
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I still like it. The pilot lost an engine and had to put down on one of those 

little islands out there where they were building an anti-missile warning 

site. There was a battalion of marines out there defending this place and 

they hadn't seen a girl for a long time - six months, I think it was. The 

plane coming down was on a pilot trip over the Pacific and consequently 

wasn't carrying any passengers; it just had three hostesses kind of free- 

loading along. 

So, the pilot got these three girls in and explained to them the difficul- 

ties of landing on this atoll and the fact that there were a lot of hungry 

wolves down there in the form of marines. So, he said to the first little 

English girl, "Janet, what are you going to do?" She said, "As soon as 

I get out of the airplane I'm going to run and run and run; I'm going to keep 

away from all those marines." He said, "That's a sorry solution; those 

marines are trained up to the minute; you won't get anywhere. Further- 

more, it's a real small island. " 

Then he asked the American girl, "Ruth, what are you going to do ?" 

She said, "I'm going to find the commander of that battalion of marines 

and he'll protect me. I'll just stay right next to him. " The airplane pilot 

who had served in the Air Force said, "From what I know about the marines 

you can't trust any of them, officers or not. " 

Finally he asked the little French girl, "Michele, what are you going 

to do about this problem ?" And she said, "What eez theez problem?" 

Well, that's about the way I felt about the problems of the project rnan- 
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a g e r s h i p .  

r e a s o n  he  is put up t h e r e ,  so he can f r e e - w h e e l .  

g ive  c o n f l i c t i n g  i n s t r u c t i o n s  at t he  bench l eve l .  

T h e y  sa id  the  guy was  going to f r e e - w h e e l  and t h a t ' s  the  

T h e y  sa id  he  would  

By tha t  I m e a n  that  with 

al l  of t h e s e  p r o j e c t  m a n a g e r s  cu t t ing  a c r o s s  the  o r g a n i z a t i o n ,  e v e r y b o d y  

down the  l ine  would be h o p e l e s s l y  confused .  Wel l ,  the  fact  of  t he  m a t t e r  

is that  v e r y  few of t h e s e  l ines  get  down to the  s a m e  d e s k .  And even i f  

t hey  do get  down to the  s a m e  d e s k  the  p r o j e c t  m a n a g e r  d o e s n ' t  c a u s e  

that p r o b l e m ;  the p r o b l e m  e x i s t s .  

The  fact  that  the  p r o j e c t  m a n a g e r  is looking  at it ,  m e r e l y  b r i n g s  it to 

l ight  and ge t s  it out f r o m  w h e r e  the  s ta f f  t r i e s  to h ide  i t ,  hop ing  it w i l l  

go away,  and ge t s  i t  back up into the  c o m m a n d  channe l  w h e r e  somebody~ 

r e l u c t a n t l y  o r  not ,  has  to t ake  ac t ion  to ge t  it s o l v e d .  T h e y  s a y  i t ' s  an 

inv i t a t ion  to m e d d l e .  And I 'm  r e f e r r i n g  now to  peop le  l ike  the  A r m y  Staff 

and DOD, who wi l l  r e a c h  down and m e d d l e  in m y  b u s i n e s s .  

Well ,  f r o m  what  I ' ve  s e e n  of Wash ing ton ,  you c a n ' t  s top  t h e m  f r o m  

m e d d l i n g .  C o n s e q u e n t l y ,  I p r e f e r  to let  t h e m  know w h e r e  t h e y ' r e  go ing  

to m e d d l e  and get  it f ixed and f in i t e  so  t h e y  go to the  p r o p e r  p l ace  to m e d -  

d le .  And m y  p r o j e c t  m a n a g e r ,  l i ke  a l l  t he  r e s t  of m y  staff ,  is  e n j o i n e d  

that  he  d o e s  no th ing  tha t  anybody  t e l l s  h i m ,  excep t  m e ;  that  he  d o e s n ' t  

have  to a c c e p t  g u i d a n c e  f r o m  anyone  if i t ' s  c o n t r a r y  to h is  own p e r s o n a l  

b e l i e f  as to how th ings  ought to be done .  But he  is  r e s p o n s i b l e  to c o m e  

to m e  and t e l l  m e  that  he  d o e s n ' t  a g r e e  with t he  i n s t r u c t i o n s  tha t  h e ' s  ge t -  

t ing f r o m  s o m e o n e  e l s e .  
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So, I c a n ' t  s top  the  m e d d l i n g ;  in fac t ,  I e n c o u r a g e  i t .  I s u b s c r i b e  to 

the  t h e o r y  tha t  you don ' t  have  to t ake  al l  the  a d v i c e  you ge t ,  but  y o u ' r e  

w r o n g  if you don ' t  ge t  the  bes t  a d v i c e  you can .  And if t h e r e  a r e  s m a r t e r  

guys up on t o p - s i d e ,  I j u s t  want  to h e a r  what  t h e y  h a v e  to s a y .  

B y - p a s s i n g  the  c o m m a n d  c h a n n e l ,  I ' v e  a l r e a d y  d i s c u s s e d  tha t .  Th i s  

has  not been  a p r o b l e m .  Both m y  s ta f f s  and m y  c o m m a n d e r s  - and m y  

p r o j e c t  m a n a g e r s  - h a v e  been  l iv ing  with  th is  for  a y e a r ;  we  put t h i s  p r o -  

j e c t  m a n a g e r  s y s t e m  into be ing  the  f i r s t  day  I wen t  into o p e r a t i o n .  Of 

c o u r s e ,  l ike  a n y  o t h e r  s y s t e m ,  the  th ing  wi l l  t h r i v e  o r  fai l  on t h e  q u a l i t y  

of the  peop l e  tha t  you h a v e .  I look f o r w a r d  to the  day  when  t h e  p r o j e c t  

m a n a g e r s ,  a s s u m i n g  tha t  th i s  s y s t e m  s u r v i v e s  - and I th ink  tha t  it wi l l  - 

wi l l  be a t r a i n i n g  ~ r o u n d  for  f u t u r e  G e n e r a l s ,  c e r t a i n l y ,  in t he  l o g i s t i c s  

b u s i n e s s  in the  A r m y .  

IV~any of  m y  p r o j e c t  m a n a g e r s  a r e  in tha t  r e a l m  at t he  p r e s e n t  t i m e .  

I m e a n ,  t h e y ' r e  in tha t  s t a t u s  at  t he  p r e s e n t  t i m e .  On the  o t h e r  h a n d ,  

s t a r t i n g  as q u i c k l y  as  we did ,  we  w e r e  not ab l e  to get  a l l  of t he  p e o p l e  

who a r e  young enough and s t i l l  h a v e  a f u t u r e  as  G e n e r a l s  in the  A r m y ,  

and w e  kind of had  to go wi th  what  we had .  But I ' v e  a l w a y s  had a p h i l o -  

s o p h y  tha t  if you t a k e  t he  m a n  and g ive  h i m  the  a u t h o r i t y  and r e s p o n s i -  

b i l i t y ,  and t e l l  h i m  what  you want  done ,  y o u ' l l  be s u r p r i s e d  at  how w e l l  

h e ' l l  do the  job4 and how a m a n  wi l l  g r o w  to f i l l  the  s t a t u r e  of r e s p o n s i -  

b i l i t y  p l a c e d  upon h i m .  I h a v e  found th i s  to be t r u e .  M y  p r o j e c t  m a n a g e r  

s y s t e m  has  b e e n  w o r k i n g  e x t r e m e l y  w e l l .  
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The  c o m m e n t s  tha t  I ge t  f r o m  i n d u s t r y  a r e  m o s t  f a v o r a b l e .  In fac t ,  

the  p r o j e c t  m a n a g e r s h i p  h a s  go t t en  to be s o r t  of a s t a t u s  s y m b o l .  If you 

a r e  not the  p r o j e c t  m a n a g e r  y o u ' r e  not r e a l l y  in t h e  e l i t e .  And th i s  ge t s  

r a t h e r  h a r m f u l ,  as  a m a t t e r  of f ac t ,  b e c a u s e  I in tend  to i n t r o d u c e  new 

p r o j e c t  m a n a g e r s ,  but as the p r o j e c t  s t a b i l i z e s  I want  to put it back  in 

the  func t i ona l  s y s t e m .  And I find tha t  t he  p r e s s u r e  is a l i t t l e  s t r o n g  s o m e -  

t i m e s  to k e e p  roe f r o m  t u r n i n g  t h e m  l o o s e  and put t ing  t h e m  back down 

aga in .  

The  next  c h a r t .  Now, t a lk ing  a l i t t l e  bit about  s o m e  of the  th ings  we 

a r e  do ing  o u t s i d e  of the  a c t u a l  o r g a n i z a t i o n a l  a r e a ,  we  l ike  e v e r y b o d y  e l s e ,  

a r e  t a c k l i n g  t h i s  c o n t r a c t  i m p r o v e m e n t  p r o g r a m  of S e c r e t a r y  M c N a m a r a ' s ,  

and I ' v e  shown  on t h e r e  what  o u r  g o a l s  a r e  fo r  '63 and '64 in t e r m s  of cu t -  

t ing  o u r  c o s t - p l u s - f i x e d - f e e  c o n t r a c t s  in ha l l ;  s t epp ing  up o u r  i n c e n t i v e  

c o n t r a c t s ;  s t epp ing  up o u r  f i r m ,  f i x e d - p r i c e  c o n t r a c t s .  Th i s  is  a p r a c -  

t i c a l  a r e a  w h e r e  we a r e  fac ing  s o m e  v e r y  s e r i o u s  p r o b l e m s  a s i d e  f r o m  

the  g e n e r a l  p r o b l e m s  of m o r e  s o p h i s t i c a t e d  p r o c u r e m e n t s  tha t  a r e  be ing  

p r e s s e d  upon us .  

I h a v e  the  job of r e o r g a n i z i n g  t h i s  y e a r  the  p r o c u r e m e n t  s t r u c t u r e .  

And,  l ike  e v e r y t h i n g  e l s e ,  I ' v e  got s o r t  of a p i n o c h l e  deck  - abou t  s ix  of 

e v e r y t h i n g  - and I h a v e  at l e a s t  s ix  d i f f e r e n t  p r o c u r e m e n t  s y s t e m s ,  r a n g -  

ing f r o m  h i g h l y  c e n t r a l i z e d  s y s t e m s ,  as  t h e y  had  in the  T r a n s p o r t a t i o n  

C o r p s ,  to d e c e n t r a l i z e  on a g e o g r a p h i c a l  b a s i s  t h r o u g h  ll p r o c u r e m e n t  

d i s t r i c t s  t ha t  we had  in the  O r d n a n c e  C o r p s .  So, I ' v e  b e e n  s t r u g g l i n g  
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with how we would pull this into one uniform system. 

Frankly, my efforts in this direction have been pretty well held back 

by DOD Project 60 under which we're engaged in a test program at the 

present time which will tend to place all of the field administration of 

contracts under a defense organization. Obviously, with this thing in 

being  w e ' r e  a c t u a l l y  in a t e s t  p h a s e  in one  d i s t r i c t  at the  p r e s e n t  t i m e ,  

in P h i l a d e l p h i a .  I t ' s  qu i t e  obvious  that  I have  to t a i l o r  any o r g a n i z a t i o n  

that  I want  to have ,  to fit th i s  concep t  if it g o e s  t h r o u g h .  And I h a v e  no 

doubt but what  it wi l l  go t h r o u g h ,  a l though I don ' t  l ike  i t .  I p r e f e r  to run  

m y  own b u s i n e s s ,  and I th ink m y  b u s i n e s s  is  big enough so tha t  you don ' t  

have  to pee l  off p i e c e s  of it tha t  a r e  cut r igh t  a c r o s s  m y  bas i c  r e s p o n s i -  

b i l i t i e s  and hand t h e m  o v e r  to s o m e b o d y  e l s e .  

On t he  o t h e r  hand I can r e c o g n i z e  the  c o n c e r n  of the  D e f e n s e  p e r s o n n e l  

who s e e  the  A r m y ,  the  Navy and t h e  A i r  F o r c e ,  each  with m a n a g e m e n t  

p e r s o n n e l  s i t t ing  in the  s a m e  b u s i n e s s  in the  s a m e  c i ty ,  s i t t i n g  in t h e  s a m e  

c a p a b i l i t y  
bu i ld ing  in the  s a m e  c i ty ,  and going  out and m a k i n g  i n d u s t r i a l ] s u r v e y s  

and s e c u r i t y  s u r v e y s  of the  s a m e  plant .  Th i s  has  h a p p e n e d ,  and th i s  is 

one  of the  i l l s  which  we in the  s e r v i c e s  should  have  c o r r e c t e d  b e f o r e  it  

got to the  a t t en t i on  of DOD. B e c a u s e ,  we could  have  done it by a s i m p l e  

g e t t i n g  t o g e t h e r  of t he  t h r e e  s e r v i c e s  and p a r c e l i n g  out t h e s e  r e s p o n s i -  

b i l i t i e s  so that  we  e l i m i n a t e d  the  dup l i ca t i on .  

To m e  th i s  is one  of the  big l e s s o n s  of th i s  P r o j e c t  60 b u s i n e s s  of DOD; 

tha t  w h e r e  we h a v e  i l l s ,  no m a t t e r  how s m a l l  t h e y  m a y  be,  and r e l a t i v e l y  

19 



c o n s i d e r i n g  the  s i z e  of the  job w e ' r e  doing,  th i s  job of d u p l i c a t i o n s  in con-  

t r a c t  a d m i n i s t r a t i o n  is r e l a t i v e l y  s m a l l .  I t ' s  i n c u m b e n t  upon us in the  

m i l i t a r y  s e r v i c e s  to c o r r e c t  t h e s e  th ings  o u r s e l v e s ,  o r  e l s e  t h e y ' l l  be c o r -  

r e c t e d  by l: 'Rs. 

The  next  c h a r t .  Th is  l a s t  y e a r  w e ' v e  p i o n e e r e d  the  m a l t i  - y e a r  p r o -  

c u r e m e n t .  What  we do u n d e r  a m u l t i - y e a r  p r o c u r e m e n t  i s ,  we a d v e r t i s e  

for  a o n e - y e a r  buy and then  for  an e s t i m a t e d  two o r  t h r e e - y e a r  buy. And 

we eva lua t e  the  p r i c e s  based  on the  o n e - y e a r  v e r s u s  the  t h r e e - y e a r  buy. 

This  is on the  l ] 4 - t o n  t a c t i c a l  t r u c k  w h e r e  we went  out on a t h r e e - y e a r  buy. 

This  th ing  h a s n ' t  been  a w a r d e d  yet ;  t h e r e  has  b e e n  a l i t t l e  j u r i s d i c t i o n a l  

h a g g l e  t h a t ' s  up b e f o r e  the  GAO. But f u n d a m e n t a l l y ,  the  d i f f e r e n c e  b e t w e e n  

buying th i s  on a o n e - y e a r  and on a t h r e e - y e a r  buy bas i s  is a s av ing  of about  

$3 m i l l i o n .  

This  g ives  the  c o n t r a c t o r s  an o p p o r t u n i t y  to  e s t a b l i s h  a con t inuous  w o r k  

s c h e d u l e  and plan.  I t ' s  not  on the  bas i s  of t h ink ing  y o u ' v e  got to build up 

a work  f o r c e  and then  m a y  have  to le t  it go. He is a s s u r e d  con t i nu i t y  of 

p r o d u c t i o n .  Now, of c o u r s e ,  we don ' t  know that  w e ' r e  going  to ge t  the  qum- 

t i ty  tha t  we p r e s c r i b e  for  the ensu ing  two y e a r s ;  th i s  is sub j ec t  to t h e  w h i m s  

of the  b u d g e t - m a k e r s  and the  C o n g r e s s .  So, we  h a v e  to se t  a s i d e  a c e r t a i n  

a m o u n t  of m o n e y  fo r  c a n c e l l a t i o n  c h a r g e s  u n l e s s  th i s  th ing  d o e s n ' t  go t h rough .  

F u r t h e r m o r e ,  we h a v e  the  p r o b l e m  of how do we t ake  c a r e  of p r i c e  e s -  

c a l a t i on .  In i t i a l l y  in the  a u t o m o t i v e  i n d u s t r y  we jus t  took the  flat  a u t o m o -  

t i ve  index.  But th is  d idn ' t  p r o v e  s a t i s f a c t o r y  and th i s  y e a r  vce've adopted  

2O 



a new system - the next chart, please - working with the Bureau of Labor 

statistics. We have a weighted index that we apply. We establish this 

index at the beginning of the contract and then we evaluate it for each of 

the succeeding years for the follow-on buy, and modify the contract ac- 

cording to the factors which involve 40~0 for labor; 40% for materiel; and 

20% for productivity and competition. 

The next chart. It looks like this. Up here we show the materiel in- 

dex. This is why we have to use different indexes, because they all change. 

Here is the level product index which was going down. They tell .me it was 

going down because there was a lot of crap that we were getting rid of, but 

now it has begun to climb back up again. 

On the other hand, the motor truck industry has been generally on the 

down scale because of increased productivity; despite the fact that wages 

and materials have both been going up, the actual cost of motor vehicles 

has been going down. So this, actually, is a type of index - the composite 

index - that we will use in adjusting the prices for the succeeding years on 

the contract. 

This does several things for us; it stabilizes our business; it gives us 

better prices; and it reduces our workloads in the ensuing years. 

The next chart. Now, to summarize what we've done, we've posed com- 

mand control in this first year-and-a-half, and within three months after 

we had taken over full responsibility for these slices of the tech services, 

w e  w e r e  i n to  C u b a ,  and  w e  go t  to  C u b a  w h i c h  w a s  a r e a l  t e s t .  W e  i n t r o -  
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duced  p r o j e c t  m a n a g e r s ;  we had t h e  c o n t i n u i t y  of o p e r a t i o n s  e s t a b l i s h e d ;  

and I t hough t  the  f i r s t  y e a r  of t h i s  job would  be the  h a r d e s t .  A c t u a l l y ,  I 

found it w a s n ' t  so .  P e o p l e  w e r e  so  c o n c e r n e d  wi th  the  job tha t  I had  tha t  

t hey  p r e t t y  we l l  left  m e  a lone  and le t  m e  r u n  i t .  But now t h e y ' r e  beg in-  

ning to pay  m o r e  and m o r e  a t t en t i on  to how I ' m  r u n n i n g  it and why  I 'm  r u n -  

ning it t he  w a y  I a m .  So, I ' v e  got a big job of shap ing  up the  a r e a  and 

sha p ing  up the  f ie ld  o r g a n i z a t i o n .  And I ' l l  end up by s a y i n g  it looks to m e  

l ike  the  h o n e y m o o n  is o v e r .  

G e n t l e m e n ,  tha t  c o m p l e t e s  m y  r e m a r k s  t o d a y .  

QUESTION:  F r o m  y o u r  r e m a r k s ,  I was  ju s t  w o n d e r i n g  wha t  the  s t a tu s  

of t e ch  s e r v i c e  o f f i c e r s  i s ,  and I 'd l ike  to a sk  if you would  a d d r e s s  y o u r -  

se l f  g e n e r a l l y  to the  s t a tus  of t e c h  s e r v i c e  o f f i c e r s .  And (l) Who m a y  be 

p r o j e c t  m a n a g e r s ?  (2) A r e  the  v a r i o u s  c o m m a n d s  u n d e r  t h e  M a t e r i e l  C o m -  

m a n d ,  o r  t he  v a r i o u s  t e c h  s e r v i c e s ?  

BESSON: 
GENEF~AL] Le t  m e  a n s w e r  the  s e c o n d  q u e s t i o n  f i r s t .  One  of the  

r e a s o n s  I t h ink  we  p r o b a b l y  c a m e  up wi th  f ive  c o m m a n d s  r a t h e r  t han  s ix  

or  s e v e n  - s e v e n  w a s  the  m a g i c  n u m b e r  of the  t e c h n i c a l  s e r v i c e s ,  but the  

M e d i c a l  C o r p s  w a s n ' t  r e a l l y  e f f ec t ed  by t h i s  o r g a n i z a t i o n  - at  l e a s t  as  f a r  

as I was  c o n c e r n e d ;  it  was  on the  t r a i n i n g  s i d e  a l i t t l e  bit  - and  tha t  b r o u g h t  

the  n u m b e r  down to s ix .  And I c o u l d n ' t  h a v e  s ix  c o m m o d i t y  c o m m a n d s  be-  

c a u s e  th i s  would  look l ike  I was  j u s t  c h a n g i n g  the  n a m e s  of the  t e c h  s e r v i -  

c e s .  
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So, I would  s a y  tha t  I don ' t  look at t h e m  in any  s e n s e  as  an  i n h e r i -  

t a n c e  of t he  t e c h  s e r v i c e  r o l e .  In the  f i r s t  p l a c e ,  the  m i s s i o n  is v e r y  

m u c h  n a r r o w e d ;  i t ' s  m a t e r i a l - o r i e n t e d  on ly .  One of t he  t h ings  when  I 

was  Ch ie f  of t r a n s p o r t a t i o n  tha t  I spen t  m o r e  t i m e  on than  I spen t  on a n y  

o t h e r  one  th ing ,  was  p e r s o n n e l .  And m y  s ta f f  g r u m b l e d  tha t  I was  the  

I~e r sonne l  M a n a g e r  and I wou ldn ' t  let  t h e m  do t h e i r  b u s i n e s s .  Wel l ,  I 

fe l t  it was  too i m p o r t a n t  to le t  t h e m  do i t .  I fe l t  t ha t  t he  r e a l  f u t u r e  in 

wha t  the  A r m y  had  in t he  w a y  of t r a n s p o r t a t i o n  w a s  in t he  hands  of the  

peop le  whom I was  m a n a g i n g .  So, I spen t  a lot of  t i m e  look ing  at the  

peop le .  

Of c o u r s e ,  I ' m  p r e j u d i c e d  in th i s  p a r t i c u l a r  a r e a .  I th ink  i t ' s  p r e t t y  

good to b r e a k  the  n u m b e r  of peop le  up into s m a l l e r  lo ts  w h e r e  s o m e b o d y  

in a u t h o r i t y  and wi th ,  I ha t e  to s a y  expa- i ence  b e c a u s e  tha t  s o u n d s  l ike 

age  h a s  to go wi th  it; but I do th ink  itWs d e s i r a b l e  to h a v e  s o m e b o d y  wi th  

r e s p o n s i b i l i t y  and j u d g m e n t  and a u t h o r i t y ,  who looks at a g r o u p  of peop le  

r a t h e r  than  put t ing t h e m  al l  m o r e  o r  l e s s  in one  big pot ,  w h i c h  is what  we 

h a v e  now.  

But I s ay ,  t h i s  i s  a p e r s o n a l  i d i o s y n c r a s y  of m i n e  b a s e d  on m y  own 

p e r s o n a l  e x p e r i e n c e s .  

Now,  ge t t ing  back to y o u r  f i r s t  q u e s t i o n  as to wha t  w e t r e  do ing  about  

the  p e r s o n n e l  b u s i n e s s  and wha t  a r e  the  f u t u r e s  of t h e  t e c h  s e r v i c e  off i -  

c e r s ,  t h e r e t s  no q u e s t i o n  in m y  mind  tha t  i n c r e a s i n g l y  as  w a r f a r e  b e c o m e s  

more and more  based on technology you have to have people who understand 
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the technologies, to development your equipment, to maintain it and to 

service it. Consequently, any idea that we're going to manage, fight and 

win the next war with a bunch of horsemen is as passe as the horse. I 

also feel very strongly that unless you have the technically-qualified 

people to help make the decisions that the Army wants made, those deci- 

sions are going to be made by technically-qualified people outside the mili- 

tary. 

We've seen a lot of this in recent years, and these are good people 

making these decisions. They may be making good decisions, but I in- 

sist the military cannot forego its responsibility to participate in decis- 

ions on the weapons systems that they're going to use in the future; and 

the only way you're going to be able to do that in the technical atmosphere 

which governs all of our military operations today is to have technically- 

qualified people to do it. 

Now, within the Army Materiel Command I don't have any responsi- 

bility for personnel other than those 5,000 officers, of whom about 10 or 

12 percent are combat arms and the rest aretech service, that I have under 

my command at any one time. Out of 5,000 about l, 500 of them are 2nd 

Lieutenants on their two-year tour, which makes me look nice number- 

wise, but it doesn't help my job very well. 

I recognize my responsibility as a sort of senior logistician in the Army 

to look after the other logisticians as much as I can. I'm having a study 

made, what I call the "Army Materiel Board," which I realty took over 
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f r o m  O r d n a n c e  and  b r o a d e n e d  i t s  s c o p e ,  a t  A b e r d e e n ,  and  I g i v e  t h e m  

l o n g - r a n g e  s t u d i e s .  T h i s  i s  o n e  o f  t h e  s t u d i e s  t h a t  t h e y ' r e  w o r k i n g  on 

n o w ,  a s  to  w h a t  I s h o u l d  do  w i t h i n  t h e  A r m y  M a t e r i e l  C o m m a n d  to  i n f l u -  

e n c e  t h e  p e r s o n n e l  p o l i c i e s  o f  t h e  A r m y .  I h a v e  m y  o w n  l i t t l e  s c o r e - s h e e t s .  

I k e e p  t r a c k  of  t h e  h u m  h e r  o f  ~ e n e r a l  O f f i c e r s  w h o  a r e  t e c h  s e r v i c e s  G e n -  

e r a l s  t o d a y  - w h a t  t h e y  w e r e  two  o r  t h r e e  y e a r s  a g o  - a n d  a n y t i m e  I f i n d  

t h a t  g e t t i n g  ou t  o f  b a l a n c e  I i n t e n d  to f u s s  a b o u t  i t .  I k e e p  t r a c k  of  a n u m -  

b e r  o f  t e c h  s e r v i c e  o f f i c e r s ,  and  p a r t i c u l a r l y  t h e  o f f i c e r s  o f  m y  c o m m a n d  

w h o  g o  to  t h e  s e n t o r  s e r v i c e  s c h o o l s ,  a n d  I i n t e n d  to  s e e  t h a t  w e  g e t  a f a i r  

b r u s h i n g  of  t h o s e  p e o p l e .  

F i n a l l y ,  a s  to  w h o  c a n  be  p r o j e c t  m a n a g e r s ,  ~vhich i s  a n o t h e r  a s p e c t  

o f  t h e  q u e s t i o n  you  r a i s e d ,  up  to  t h e  p r e s e n t  t i m e ,  in  t h e  f i r s t  p l a c e ,  t h e y  

a r e  m i l i t a r y ,  t m a d e  t h a t  d e t e r m i n a t i o n  t h a t  I w a s  g o i n g  to  h a v e  t l~em 

m i l i t a r y  b e c a u s e  in  t h i s  f o r m a t i v e  s t a g e  it  w a s n ' t  t h a t  I d i d n ' t  t h i n k  q u a l i -  

f i e d  c i v i l i a n s  c o u l d n ' t  do  a n y  j o b  t h a t  an  o f f i c e r  c a n  do ,  bu t  I f i n d  i t  a l i t t l e  

m o r e  d i f f i c u l t  to  m o v e  c i v i l i a n s  t h a n  I f i n d  i t  i s  to  m o v e  o f f i c e r s .  A n d  in 

t h i s  o r i g i n a l  c h a n g i n g  a t m o s p h e r e  in  w h i c h  I w a s  w o r k i n g  d u r i n g  t h e  t r i a l  

p e r i o d  I f e l t  i t  w a s  b e t t e r  to  s t a r t  o f f  w i t h  o f f i c e r s  b e c a u s e  i f  I w a n t e d  to  

m o v e  t h e m  I c o u l d  m o v e  t h e m  l i k e  t h a t  ( s n a p p i n g  f i n g e r s } .  You  c a n ' t  do  

t h a t  w i t h  c i v i l i a n s  v e r y  w e l l .  

M o s t  o f  m y  p r o j e c t  m a n a g e r s  a r e  t e c h  s e r v i c e  o f f i c e r s .  I h a v e  a few - 

a i r c r a f t  w e a p o n i z a t i o n  i s  an  i n f a n t r y  o f f i c e r .  T h e  n e w  w e a p o n s  h e l i c o p t e r ,  

I t h i n k ,  is  a c o m b a t  a r m s ;  I b e l i e v e  h e ' s  an  a r t i l l e r y m a n ;  I ' m  n o t  s u r e  o f  
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what  h is  b r a n c h  is ,  b e c a u s e  t h e y  h a p p e n  to w e a r  the  G e n e r a l  Staff  i n s i g -  

n ia  in m y  o f f i c e .  But I 'd  s ay ,  of m y  p r o j e c t  m a n a g e r s  a l l  but t h r e e  o r  

four  a r e  t e c h  s e r v i c e  o f f i c e r s .  

QUESTION:  G e n e r a l ,  we h a v e  now a l l  t h r e e  d e p a r t m e n t s  r e o r g a n i z e d  

o u r  m a t e r i e l  m a n a g e m e n t  f unc t i ons .  All  t h r e e  a r e  in t h e  p r o c u r e m e n t  

p r o c e s s  in v a r i o u s  m a t e r i e l  m a n a g e m e n t  f unc t i ona l  a r e a s .  T h e  b a s i c  q u e s -  

t ion, t hough ,  i s  what  is  the  qua l i t y  as  f a r  as  t he  A r m y  is c o n c e r n e d 2  

Have  we i m p r o v e d  the  qua l i t y  of s e r v i c e  to the  u s e r s  ? Have  we i n c r e a s e d  

the  a v a i l a b i l i t y  of ? H a v e  we i n c r e a s e d  o r  de -  

c r e a s e d  the  d o w n - t i m e  on c r i t i c a l  e q u i p m e n t  as  a r e s u l t  of t h e s e  r e q u i r e -  

m e n t s  be ing  m a d e  in the  l a s t  t h r e e  o r  f o u r  y e a r s  ? 

BESSON: 
G E N E R A L ]  Wel l ,  the  A r m y  has  on ly  had i ts  r e o r g a n i z a t i o n  in be ing  

fo r  a y e a r - a n d - a - h a l f .  And for  m e  to t e l l  you tha t  in a y e a r - a n d - a - h a l f  

w e ' d  h a v e  m a d e  a m a j o r  c h a n g e  in how the  doughboy  at the  end of the  l i ne  

in K o r e a  o r  V i e t n a m  looks  at t he  p i c t u r e ,  would  be j u s t  as  f a l s e  as  it 

could  be .  We a r e  do ing  a m o r e  s o p h i s t i c a t e d  job in o u r  p r o c u r e m e n t  

o p e r a t i o n s  today;  t h e r e ' s  no q u e s t i o n  about  tha t .  W e ' r e  s p e n d i n g  o u r  m o n e y  

b e t t e r  and m o r e  w i s e l y .  I d idn ' t  vo te  fo r  th i s  r e o r g a n i z a t i o n ,  but a f t e r  I 

was  in i t  f o r  a w h i l e  t h e r e  was  no q u e s t i o n  in m y  m i n d  tha t  in the  A r m y ,  

any.how, t h e y  n e e d e d  s o m e  kind of t ight  hand  o v e r  wha t  the  t e c h n i c a l  s e r -  

v i c e s  w e r e  doing in c e r t a i n  a r e a s .  T h e  t e c h n i c a l  s e r v i c e s  w e r e  r u n n i n g  

in d i f f e r e n t  d i r e c t i o n s  and s o m e  of t h e m  w e r e n ' t  doing  a good job.  

go,  m y  i n f l u e n c e  is be ing  fel t ;  t h e r e ' s  no q u e s t i o n  about  tha t .  We a r e  
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d o i n g  a b e t t e r  j o b  on  p r o c u r i n g .  On  t h e  d i s t r i b u t i o n  s y s t e m  w e  a r e  in  

t h e  p r o c e s s  o f  c h a n g i n g  t h a t .  A n d  t h e  o n l y  r e a s o n  w e ' r e  c h a n g i n g  i s ,  b e -  

c a u s e  w e  h a d  a b o u t  12 d i f f e r e n t  d i s t r i b u t i o n  s y s t e m s  t h a t  I i n h e r i t e d  and  

h a d  t o  w e l d  i n t o  o n e  t y p e  of  d i s t r i b u t i o n  s y s t e m .  But  a n y  c h a n g e  in  t h e  

d i s t r i b u t i o n  s y s t e m  is  b a s e d  u p o n  a u t o m a t i c  d a t a  p r o c e s s i n g  e q u i p m e n t .  

E v e r y  p i e c e  o f  m a t e r i e l  in  t h e  w o r l d  t o d a y ,  p r a c t i c a l l y ,  m o v e s  on  a 2 x 6 

c a r d  - a p u n c h c a r d  - and  i t  t a k e s  t h e  m a c h i n e s  to  g o b b l e  u p  t h e s e  p u n c h -  

c a r d s .  You  h a v e  to  p r o g r a m  t h e m  a l l  t h e  s a m e  w a y  if y o u ' r e  g o i n g  to  

have a unified system. 

W e ' r e  in  t h e  p r o c e s s  of  m a k i n g  t h a t  s w i t c h - o v e r .  I t  w i l l  t a k e  u s  a b o u t  

a y e a r  b e f o r e  w e  g e t  t h a t  d o n e .  W h e n  w e  do  t h a t  I b e l i e v e  w e  w i l l  h a v e  a 

b e t t e r  s u p p l y  s y s t e m  in t h e  A r m y  t h a n  w e ' v e  h a d  b e f o r e .  B e c a u s e ,  I ' m  

e s t a b l i s h i n g  a d i r e c t  l i n e  b e t w e e n  t h e  u s e r  in  t h e  f i e l d  a n d  t h e  c o m m o d i t y  

c o m m a n d e r .  A n d  t h e  c o m m o d i t y  c o m m a n d e r  w i l l  h a v e  c o n t r o l  and  r e s p o n -  

s i b i l i t y  f o r  n o t  o n l y  t h e  p r o c u r e m e n t  o f  h i s  a s s e t s ,  bu t  t h e  d i s t r i b u t i o n  of  

t h e m  and  t h e  f a c t  t h a t  i t  d o e s  w o r k  w h e n  i t  g e t s  in  t h e  f i e l d .  

B a s i c a l l y ,  t h e  s e r v i c e s ,  s o  f a r  a s  t h e  g u y  on  t h e  e n d  of  t h e  l i n e  w a s  

d o i n g ,  I t h i n k  by  and  l a r g e  t h e  g u y  on t h e  end  o f  t h e  l i n e  w a s n ' t  t r e a t e d  

t o o  b a d l y  b y  a n y  of  t h e  s e r v i c e s  a n y  p l a c e ,  t t h i n k  t h a t  t h e  r e a l  c r y  w a s  - 

and  I s a y  t h i s  a d v i s e d l y  b e c a u s e  o u r  s u p p l y  s y s t e m s  h a v e  s t o o d  up  and  

w e ' v e  w o n  t h e  w a r s  w i t h  t h e m .  W e ' v e  a l w a y s  c o m e  up w i t h  a h e l l  o f  a 

b u n c h  o f  e x c e s s e s ,  and  I d o n ' t  s e e  h o w  you  c a n  f i g h t  a w a r  w i t h o u t  e n d i n g  

up w i t h  e x c e s s e s .  P e o p l e  d o n ' t  l i k e  t h e  e x c e s s e s  in  t i m e  of  p e a c e ,  bu t  [ 
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think most of the things we're doing are trying to provide responsive 

supply support at less cost. And I honestly believe that the pressures 

that are being put on us from DOD and the Congress - and don't mis- 

judge the heavy hand of the Congress and its agent, the Government Ac- 

counting Office - the GAO - on the backside of us in the materiel busi- 

ness, 

So, I would say honestly that we are going to give responsive support; 

hopefully better support; but at less cost. 

QUESTION: Following your comment just now, General, about people 

who are on your back, what agencies in the government are supposed to 

give advice on management organization in the Bureau of the Budget? In 

a reorganization as vast as yours do they consult with you or do you con- 

sult with them on any points? 

BESSON- 
GENERAL/ Some of my people have talked with the people inthe Bur- 

eau of the  Budget  a l i t t l e  bit,  but I wou ldn ' t  say  that  t h e y  gave  me  any  ad-  

v ice .  Now, w h e t h e r  t hey  gave  it to o t h e r s ,  I don ' t  know.  You s e e ,  b e f o r e  

I got into th i s  b u s i n e s s ,  not qu i t e  two y e a r s  ago,  the  A r m y  spen t  a y e a r  

with a t e a m  of 60 m e n ,  both o f f i c e r s  and c i v i l i a n s ,  g a t h e r e d  f r o m  al l  o v e r  

the  A r m y .  T h e y  ana lyzed  the  A r r n y ' s  s t r u c t u r e  and la id the  f r a m e w o r k  

for  t he  r e o r g a n i z a t i o n  that  I showed  you today,  for  the  b road  o u t l i n e s  of 

m y  c o m m a n d .  

When I was  g iven  the  job in M a r c h  a couple  of y e a r s  ago,  of p l ann ing  

the  i m p l e m e n t a t i o n  of th i s  concep t ,  m y  f i r s t  r e a c t i o n  was  that  any j u g - h e a d  
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could de s ign  a b e t t e r  o r g a n i z a t i o n  than  t h i s .  And then  a f t e r  t h ink ing  about 

t h i s  for  jus t  a l i t t l e  bit I s a id ,  "I w a s n ' t  h i r e d  to dec ide  how to r e o r g a n i z e  

the  A r m y ;  I was  h i r e d  to r e o r g a n i z e  i t ,  g e n e r a l l y  s p e a k i n g ,  a long  the  l ines  

that  t h e y  se t  and the  way it has  been  s ta f fed  by e v e r y b o d y .  B e c a u s e ,  if I 

s t a r t  to f ight  th i s  p r o b l e m  it would n e v e r  get  done .  " So, what  went  into 

the  b a c k g r o u n d ,  how m u c h  they  thought  of the  GAO on the  H o l t s h i r e  C o m -  

m i t t e e ,  I don ' t  know.  

B a s i c a l l y ,  I would say  tha t  the  A r m y  r e o r g a n i z a t i o n  wi th in  the  A r m y  

M a t e r i e l  C o m m a n d  w h e r e  I s i t  was c o l o r e d  by the  H o l t s h i r e  C o m m i t t e e ' s  

p lan - the  H o l t s h i r e  C o m m i t t e e ' s  concep t  which  c a m e  out;  by m y  ta lks  

with the  A i r  F o r c e  and Navy top e c h e l o n s ;  by s o m e  r e s t r a i n t s  m a y b e  p l a c e d  

upon m e  in c e r t a i n  a r e a s  by the  A r m y  Staff; and by s o m e  of m y  own ideas  

based  on m y  s e r v i c e  and m y  G-2 ing  of al l  the  f a c t o r s  that  I could get  as 

to how th is  c o m m a n d  could bes t  be m a d e  to go. 

But, f r a n k l y ,  I know of no m a j o r  input f r o m  the  BOB. Maybe we shou ld  

have  had  i t .  

OUESTION:  My q u e s t i o n  has  to do, s i r ,  wi th  the  r e l a t i o n s h i p  b e t w e e n  

the  d o c t r i n a l  e l e m e n t s  and the  p r o j e c t  m a n a g e m e n t .  I can s e e  how t h e r e  

would be an i n f l u e n c e  on m a t e r i e l ,  but I can a l so  s e e  how the  p r o j e c t  m a n -  

a g e r  could  a l so  change  and i n f l u e n c e  d o c t r i n e .  How do you h a v e  a ba lan -  

c ing  s y s t e m  h e r e  and who r e s o l v e s  d i f f e r e n c e s  ? 

BESSON: 
G E N E R A L / W e l l ,  one of the  r e a s o n s  I ca l l  my  m a n  a p r o j e c t  m a n a g e r  

i n s t e a d  of a p r o g r a m  m a n a g e r ,  is tha t  I want  to m a k e  s u r e  that  e v e r y o n e  
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c l e a r l y  u n d e r s t a n d s  that  he  is  o p e r a t i n g  wi th in  the  c o n f i n e s  of m y  r e s p o n -  

s ib i l i t y .  My r e s p o n s i b i l i t y  is  an i t e m ;  m y  r e s p o n s i b i l i t y  is  not  d o c t r i n e ;  

it is not t r a i n i n g ;  it is  not m a r r y i n g  peop le  and e q u i p m e n t  t o g e t h e r .  Now, 

A d m i r a l  R a y b u r n  hand led  all  of t h e s e  th ings  in the  P o l a r i s .  The  A i r  F o r c e  

does it t h r o u g h  t h e i r  p a r t i c u l a r  of f ice ;  t h e y  c o o r d i n a t e  t h e s e  a c t i v i t i e s .  

I gues s  i t ' s  the  S y s t e m s  P r o g r a m  Off ice ,  c a l l e d  "SPO.  " We don ' t  r e a l l y  

h a v e  tha t  in the  A r m y .  Th i s  is one  of the  th ings  that  t he  A r m y  is g r a p p -  

l ing wi th  at the  p r e s e n t  t i m e .  

We f u n c t i o n a l i z e  so c l e a n l y  that  w~4ve got a l i t t l e  bit of gas  h e r e  go ing  

on which  is  a r e s p o n s i b i l i t y  of t he  A r m y  Staff to pull  t o g e t h e r ,  and i t ' s  

r e a l l y  u n d e r  the  A s s i s t a n t  Ch ie f  of Staff for  F o r c e  D e v e l o p m e n t .  As I 

showed  you on that  cha r t ,  it has  the  r e s p o n s i b i l i t y  fo r  d e v e l o p i n g  the  plan 

and s c h e d u l e  for  the  bui ld ing  up of f o r c e s .  

Now, t h e r e  has  to be a lways  a cont inuaI  i n t e r p l a y ,  p a r t i c u l a r l y  in the  

r e s e a r c h  and d e v e l o p m e n t  p h a s e ,  b e t w e e n  the  guy who is e s t a b l i s h i n g  the  

d o c t r i n e ,  the  guy who is e s t a b l i s h i n g  the  r e q u i r e m e n t s  fo r  t he  e q u i p m e n t ,  

on one  hand,  and on the  o t h e r  hand the  m a n  who is  d e v e l o p i n g  the  equip-  

m e n t .  B e c a u s e ,  w e ' r e  n e v e r  ab le  to build e q u i p m e n t  to m e e t  al l  t h e  de -  

s i r e s  of the  guy who is  w r i t i n g  a b r o a d  b l u e p r i n t  of what  h e ' d  l i ke  to have .  

We h a v e  to c h a n g e  that  p i e - i n - t h e - s k y  r e q u i r e m e n t  down to s o m e t h i n g  that  

is a r e a l i t y .  In the  m e a n t i m e  h e ' s  t r y i n g  to d e v e l o p  h i s  d o c t r i n e  a long the  

p i e - i n - t h e - s k y  and w e ' r e  t r y i n g  to r e a c h  the  p i e - i n - t h e - s k y .  But we n e v e r  

do it ,  and th is  is a cons t an t  i n t e r p l a y .  I t ' s  one  of t he  r e a s o n s  tha t  the  A r m y  
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has  loca ted  the  A r m y  M a t e r i e l  C o m m a n d  and t he  Comba t  D e v e l o p m e n t  

C o m m a n d  r e l a t i v e l y  c l o s e  t o g e t h e r .  

F r a n k l y ,  th is  is one of the  th ings  that  I wan ted  to have  done;  I wan t ed  

to be c o - l o c a t e d  with the  Comba t  D e v e l o p m e n t  C o m m a n d ;  al l  o n t h e  s a m e  

p o s t .  In fact ,  w e ' r e  jus t  a c r o s s  the  s t r e e t  f r o m  each  o t h e r .  Well ,  t h e y ' r e  

down at F o r t  B e l v o i r  and w e ' r e  h e r e  in Wash ing ton ,  but t h a t ' s  not too f a r  

away.  T h e y ' r e  at F o r t  B e l v o i r  b e c a u s e  t h e y  wan ted  to be on a m i l i t a r y  

post ,  and I 'm  in Wash ing ton  b e c a u s e  I 'm  too d a m n  big to m o v e  onto a m i l i -  

t a r y  post .  H o w e v e r ,  w e ' r e  c l o s e  enough t o g e t h e r .  I i n s i s t ,  and not only  

I but the  C o m m a n d i n g  G e n e r a l  of the  Comba t  D e v e l o p m e n t  C o m m a n d  - 

G e n e r a l  Da ley  f i r s t ,  and now G e n e r a l  Beach  and I - c l e a r l y  u n d e r s t a n d  

the  r e q u i r e m e n t  tha t  we  ge t  t o g e t h e r  f r e q u e n t l y  and p e r i o d i c a l l y ,  and m a k e  

s u r e  that  ou r  peop le  a r e  t o g e t h e r  al l  t he  t i m e  and e v e r y  day,  so  that  we 

can get  the  p r o p e r  b a l a n c e  b e t w e e n  the  guy who wants  s o m e t h i n g  and t he  

guy who is trying his best to turn that desire into a reality. 

QUESTION: General Besson, would you explain the relationship be- 

tween the command comotroller and your project manager? Or does the 

project manager have his own capability in this ? 

GENERAL BESSON: When they started this reorganization of the 

Army I had hoped to be able to break my programs down through the comp- 

troller and turn the programs over to either the commodity comz-nanders, 

or elements of it, over to the project managers, and have this control 

exercised by my director and comptroller of programs. That is why I 
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pul led  t h o s e  two th ings  t o g e t h e r  in m y  of f ice .  My c o m p t r o l l e r  is a l so  

the  d i r e c t o r  of m y  p r o g r a m s .  U n f o r t u n a t e l y ,  I m i s c o n s t r u e d  t he  e f fec t  

of th is  r e o r g a n i z a t i o n  upon the  D e p a r t m e n t  of the  A r m y .  I found tha t  

desp i t e  the  e m p h a s i s  p l aced  at the  DOD leve l  on p r o g r a m m i n g ,  when th is  

got down into the  A r m y  s y s t e m  the  p r o g r a m s  fe l l  r igh t  back in the  s a m e  

old c h a n n e l s  that  t hey  had before~ of r e s e a r c h  and d e v e l o p m e n t  in one 

pocket  and p r o c u r e m e n t  and d i s t r i b u t i o n  in the  o t h e r  pocke t ;  and p e r s o n -  

nel  in a n o t h e r  pocke t .  

In o t h e r  w o r d s ,  th i s  p r o g r a m  by the  t i m e  it got t h rough  the  A r m y  Staff 

and got down to m e  was back in the  s a m e  old b u d g e t a r y  c h a n n e l s .  So, I 

had to f u n c t i o n a l i z e  in my  shop in o r d e r  to be ab le  to ta lk  to t h e  peop le  on 

the  A r m y  Staff. So, m y  r e s e a r c h  and d e v e l o p m e n t  p r o g r a m  is c o o r d i n a t e d  

not t h r o u g h  m y  d i r e c t o r  of p r o g r a m s ,  who r e a l l y  b e c o m e s  m o r e  o r  l e s s  

of a b o o k k e e p e r  and a r e v i e w  and a n a l y s i s  guy on a b road  s c a l e ;  but m y  

r e s e a r c h  and d e v e l o p m e n t  work  is p r o g r a m e d  th rough  m y  r e s e a r c h  and 

d e v e l o p m e n t  e l e m e n t  in m y  h e a d q u a r t e r s ,  And m y  r e q u i r e m e n t s  a r e  p ro-  

g r a i n e d  th rough  a r e q u i r e m e n t s  shop which  I ca l l  " M a t e r i e l  R e a d i n e s s . "  

My p r o c u r e m e n t  goes  t h rough  a p r o c u r e m e n t  shop .  

What we do with the  p r o g r a m  m a n a g e r ,  he  has  to fit into t h e  o v e r a l l  

p i c t u r e ,  and by and l a r g e ,  m o s t  of t h e s e  p r o j e c t  m a n a g e r s h i p s ,  t h e y ' r e  

l ine  i t e m s  in the  budget .  And so,  i t ' s  c l e a r l y  i den t i f i ed  what  his m o n e y  

i s .  But th i s  m o n e y  is t u r n e d  o v e r  to h i m .  

Now, the  ac tua l  p h y s i c a l  accoun t ing  for  the  m o n e y  is p r o b a b l y  done  at 

32 



the  c o m m o d i t y  c o m m a n d  w h e r e  h is  work  is be ing  done.  He ge t s  s e r v i c e .  

He ' s  not s e p a r a t e  f r o m  the  func t iona l  a r e a .  And i n i t i a l l y  when  I e s t a b -  

l i shed  the  p r o j e c t  m a n a g e r  s y s t e m  I t a l ked  a lot about t he  a u t h o r i t y  and 

a u t o n o m y  of the  pro  j ec t  m a n a g e r .  In the  pas t  y e a r  I ' ve  been  t a lk ing  about 

the  c l o s e  r e l a t i o n s h i p  be tween  the  p r o j e c t  m a n a g e r  and the  func t iona l  s y s -  

t e m .  B e c a u s e ,  s o m e  of the  p r o j e c t  m a n a g e r s  began  to get  a l i t t l e  too au ton-  

o m o u s .  I wanted  t h e m  to be a u t o n o m o u s ,  but the  s t r e n g t h  of m y  o r g a n i z a -  

t ion  is  s t i l l  the  s t r o n g  func t iona l  a r e a .  I have  155,000 peop l e ,  m o r e  o r  

l e s s ,  in the  func t iona l  a r e a ,  as c o n t r a s t e d  to the  2 ,800  peop l e  in p r o j e c t  

m a n a g e m e n t .  T h e y  h a v e  to work  t o g e t h e r .  

All  I ' ve  done  was say  who would be the  l ead  on c e r t a i n  p r o j e c t s .  But,  

t he  p r o j e c t  m a n a g e r  has  the  key  top s k i l l s  tha t  he  n e e d s  to m a n a g e  h i s  p r o -  

g r a m ,  both t e c h n i c a l  and p r o g r a m m e r s  - and s c h e d u l e r s  - but he  ge t s  a 

lot of h i s  a d m i n i s t r a t i v e  s u p p o r t  such  as f i s ca l ,  f r o m  the  n o r m a l  func-  

t iona l  o r g a n i z a t i o n .  

QUESTION:  G e n e r a l ,  I no ted  on y o u r  o r g a n i z a t i o n a l  c h a r t  you had a 

t e s t  c o m m a n d .  What is  t he  s c o p e  of the  t e s t i n g  done  in t he  t e s t  c o m m a n d  

as o p p o s e d  to the  p r o j e c t  m a n a g e r s  doing c e r t a i n  types  of A r m y  t e s t i n g ?  

And at what  p h a s e  does  t he  weapon  s y s t e m  p a s s  out of tha t  c o m m a n d ?  

GENERAL BESSON: Wel l ,  th i s  is not  a r e a l  s i m p l e  a r e a .  B e c a u s e ,  

when you get  into t e s t i n g  you ge t  into what  t hey  ca l l  " E n g i n e e r i n g  D e s i g n  

T e s t i n g ,  ' " E n g i n e e r i n g  T e s t i n g ,  " " S e r v i c e  T e s t i n g ,  " " U s e r  T e s t i n g ; "  and 

in o r d e r  to t r y  to k e e p  th i s  c l e a r ,  I ' l l  put it t h i s  way.  F u n d a m e n t a l l y ,  the  
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job of the  t e s t i n g  and eva lua t ion  c o m m a n d  is  to m a k e  s u r e  that  t he  equip-- 

m e n t  wi l l  do what  i t ' s  s u p p o s e d  to do. It is not  the  job of t he  t e s t  e v a l u a -  

t ion c o m m a n d  to r e - e n g i n e e r  i t .  Now, th i s  is  a p r o b l e m  tha t  I have ,  to 

t r y  to k e e p  the  t e s t  peop le  t e s t i n g  and the  e n g i n e e r i n g  p e o p l e  doing eng i -  

n e e r i n g .  But t h e r e  has  to be a cons tan t  i n t e r p l a y  b e t w e e n  the  & s i g n e r s  

and the  o t h e r  f e l l o w s .  B e c a u s e ,  t h e y ' r e  i n t e r e s t e d  in the  r e s u l t s  of  the  

t e s t  and t h e y ' r e  the  guys who h a v e  to change  it .  And a l so ,  t h e r e  a r e  c e r -  

t a in  t e c h n i c a l  data  that  t h e y ' r e  s u p p o s e d  to have  that  is  r e a l l y  not  n e c e s -  

s a r y  to the  guy who is check ing  t h i s  th ing  out f r o m  the  f i e l d - u s e  point  of 

v iew,  which  is what  the  job of t he  t e s t  and eva lua t ion  c o m m a n d  i s .  

But, in o r d e r  to t r y  to b r i d g e  th i s  th ing  I e s t a b l i s h e d  a p h i l o s o p h y  - 

and it took a l i t t l e  wh i l e  for  th i s  th ing  to get  going,  but I th ink  it is now 

going;  that  we would h a v e  one t e s t  p r o g r a m .  And th i s  t e s t  p r o g r a m  would 

be d e v e l o p e d  jo in t ly  by the  c o m m o d i t y  c o m m a n d  and the  t e s t  and e v a l u a -  

t ion c o m m a n d .  Th i s  is  in o r d e r  to ge t  s o m e  k ind  of c o n c u r r e n c y  in t he  

t e s t i n g  and e l i m i n a t e  dup l i ca t ion  and s p e e d  the  t e s t  p r o g r a m  up. 

Now, when  they  get  t o g e t h e r  and d e v e l o p  th is  jo in t  t e s t  p r o g r a m  t h e y  

t e s t  the  th ing  w h e r e  it can bes t  be t e s t e d .  And then  t h e y  d raw off the  in- 

f o r m a t i o n .  That  i n f o r m a t i o n  that  the  c o m m o d i t y  c o m m a n d  e n g i n e e r s  need  

goes  to h i m .  And the  c o m m o d i t y  c o m m a n d  guys  who a r e  t r y i n g  to f i g u r e  

m a i n t e n a n c e  f a c t o r s ,  tha t  i n f o r m a t i o n  goes  to h i m .  On the  o t h e r  hand ,  

tha t  th ing which  has  to do with the  p e r f o r m a n c e  of the  e q u i p m e n t  is  d r a w n  

off and goes  to the  t e s t  e v a l u a t i o n  c o m m a n d  fo r  a n a l y s i s .  
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In the  f ina l  a n a l y s i s ,  the  only  t e s t  r e p o r t  on which  the  a c c e p t a b i l i t y  

of the  e q u i p m e n t  is based ,  is tha t  of the  t e s t  and e v a l u a t i o n  c o m m a n d .  

T h e y  a r e  m y  agent ,  and r e a l l y ,  the  agen t  of  t he  A r m y ,  to d e t e r m i n e  w h e -  

t h e r  th i s  e q u i p m e n t  is s a t i s f a c t o r y .  

CDC and t h e y  put t h e i r  chop on it. 

Of c o u r s e ,  ou r  r e s u l t s  go back  to 

And I a l so  i n s i s t  that  CDC, the  Corn-  

bat D e v e l o p m e n t s  C o m m a n d ,  s i t  in on the  d e v e l o p m e n t  of t he  t e s t  p r o g r a m .  

So that ,  when  we ge t  t h r o u g h  t e s t i n g  they  a r e  not in the p o s i t i o n  of be ing  

able  to say,  "You d idn ' t  t e s t  it the  way w e ' d  l ike  to s ee  it t e s t e d .  " 

Now, f r a n k l y ,  in m o s t  i t e m s  of e q u i p m e n t  I th ink we o v e r - t e s t .  T h e r e '  

is a g r e a t  t e n d e n c y  to want to t e s t  it u n d e r  a l l  k inds  of c o n d i t i o n s  and r e - d o  

the  t e s t ,  and o v e r - d o  it and o v e r - d o  i t .  On the  o t h e r  hand ,  we ge t  into 

v e r y  s e r i o u s  t r o u b l e  s o m e t i m e s ,  when  the  p r e s s u r e  of r e q u i r e m e n t  ca l l s  

us to f ie ld  an i t em which  was i n a d e q u a t e l y  f e s t a l .  But m;:  owr; b e l i e f  in 

th i s  a r e a  is that  t h e r e ' s  g r e a t  r o o m  for  i m p r o v e m e n t  in the  t e s t i n g  of A r m y  

e q u i p m e n t  by m a k i n g  s u r e  that  we don ' t  w a s t e  t i m e  in the  t e s t i n g  and don ' t  

dup l ica te  t e s t i n g ,  and that  the  guys who a r e  doing the  t e s t i n g  w o r k  long and 

h a r d  h o u r s ,  r a t h e r  than  jus t  s i t t ing  and a d m i r i n g  a p i e c e  of e q u i p m e n t .  

QUESTION: ( Inaudible)  

G E N E R A L  BESSON: J u s t  m y  j u d g m e n t ,  in the  f inal  ana l j / s i s .  My s taff  

m a y  r e c o m m e n d  it, a l though t h e r e  a r e  not so m a n y  of t h e s e  t h i n g s .  B a s i -  

ca l ly ,  m o s t  of the  i d e a s  of e s t a b l i s h i n g  a p r o j e c t  m a n a g e r  don ' !  s t a r t  with 

m e .  E i t h e r  I th ink  the  th ing  is i m p o r t a n t  enough,  or  I th ink  that  it has  so 

m a n y  c o m p l i c a t i o n s ;  or  tha t  sore ebody on the  top l e v e l  is going  to be so 
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m u c h  i n t e r e s t e d  in t h i s ,  tha t  we ought  to h a v e  th i s  th ing  u n d e r  a p r o j e c t  

m a n a g e r .  So, I want  to be s u r e  tha t  th i s  th ing  ge t s  a long  with  a l l  the  

a u t h o r i t y  and s t e a m  I can  put beh ind  i t .  

QUESTION:  S i r ,  m y  q u e s t i o n  d e a l s  wi th  the  cos t  r e d u c t i o n  p r o g r a m ,  

Would you g ive  us y o u r  p e r s o n a l  v iew as to what  you fee l  i ts  s u c c e s s  has  

been  to da t e ,  and do you th ink  tha t  the  p r o g r a m  has  . . . .  ( r e m a i n d e r  was 

inaudible). 

GENERAL BESSON: I'll answer this thing backwards. I think that 

any requirement to account for your actions that is imposed upon you by 

higher authority will generally result in improvement. On the other hand, 

of course, you can get so damned many requirements placed upon you by 

higher authority, that you founder. And so, you've got to have judgment 

in this area. 

My target in cost reduction, I think, is a half-billion dollars this year 

- $525 million - and I think it may be going to go up. This is a lint.re tar- 

get goal. That's a hell of a lot of money to account for. You must recog- 

nize that there are certain artificialities about these things, but on the 

other hand, my claims in meeting this cost reduction program are audi- 

ted by the Army Audit Agency, an independent agency of accountants, that 

takes the rules that Secretary McNamara has set up, and grinds out these 

figures. 

If I go from a cost-plus-a-fixed-fee contract to a competitive contract, 

there's a figure established by Secretary McNamara that no matter what 
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the  f i g u r e s  show,  I get  c r e d i t  for  a c e r t a i n  amoun t  of cos t  s av ing .  I t ' s  

h i s  j u d g m e n t  as to how much  b e t t e r  it is  to go f r o m  a c o s t - p l u s - a - f i x e d  

fee  to a c o m p e t i t i v e  c o n t r a c t .  But, this  is aud i t ed  by the  A r m y  Audit 

A g e n c y  and t h e y  c e r t i f y  that  I ge t  c r e d i t  in m y  cos t  r e d u c t i o n  p r o g r a m  on 

th is  p a r t i c u l a r  c o n t r a c t ,  for  $4, $5, o r  $10 m i l l i o n ,  m a y b e .  T h i s  has  been  

in some c a s e s .  

So, I th ink  t he  p r o g r a m  is a l e g i t i m a t e  one .  I th ink  t h e r e  a r e  c e r t a i n  

a r t i f i c i a l i t i e s  in it. I th ink  that  s o m e  of t h e s e  a r t i f i c i a l i t i e s  wi l l  be s c r e e n e d  

out by c r i t i c a l  a t t acks  on the  p r o g r a m .  But by and l a r g e  I a ccep t  it as a 

w o r t h w h i l e  m a n a g e m e n t  tool .  

QUESTION: G e n e r a l  B e s s o n ,  one  of your  s l i d e s  showed  tha t  you spend  

rough ly  $9 m i l l i o n  a y e a r .  Your  p r o j e c t  c h a r t  shows  about $2 .5  m i l l i o n  is 

c o v e r e d  by p r o j e c t s .  In your  o v e r a l l  e m p l o y m e n t  of, r o u g h l y ,  178,000 

peop le ,  how m a n y  would  you s ay  would be w o r k i n g  in the  $2 l /2  m i l l i o n  

a r e a ,  and how m a n y  would be work ing  in the  o t h e r  ? 

GENERAL BESSON: Well ,  in the  f i r s t  p l ace ,  nay supp ly  and m a i n t e n -  

ance  c o m m a n d  has  about  hal f  of m y  peop le .  Th i s  is l e s s  than 160,000.  

That  178,000 is what  I s t a r t e d  wi th .  But t h r o u g h  p e r s o n n e l  cu ts  in the  

c l o s i n g  of depo ts  w e ' r e  now down to 160, 000. About ha l f  of t h o s e  a r e  in 

supply  and m a i n t e n a n c e .  T h e y  run the  depo ts  and the  s t o r a g e  and m a i n -  

t e n a n c e  s h o p s .  So, t h e y  affect  a l l  the  p r o g r a m s .  

P r o b a b l y  s o m e  10,000 peop le ,  I s u p p o s e ,  a r e  in the  l a b o r a t o r i e s  that  

a r e  o u t s i d e  the  c o m m o d i t y  c o m m a n d ,  and t h e r e  a r e  about 5 ,000  in the  t e s t  
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and eva lua t ion  c o m m a n d .  The  r e m a i n i n g  a r e  d iv ided  up a m o n g  the  c o m -  

m o d i t y  c o m m a n d s .  T h o s e  inc lude ,  b a s i c a l l y ,  the  p r o j e c t  m a n a g e r  s t a f f s .  

T h e y ' r e  ba sed  upon the  c o m m o d i t y  c o m m a n d s  excep t  fo r  t h o s e  which a r e  

in m y  of f ice ,  which  a r e ,  g e n e r a l l y  speak ing ,  t he  s m a l l e r  o n e s .  

So, I 'd  s ay  t h e r e  a r e  c e r t a i n l y  20 t im  es as m a n y  p e o p l e  w o r k i n g  in the  

func t iona l  a r e a  in the  s a m e  g e n e r a l  type of t h ings ,  as t h e r e  a r e  w o r k i n g  

in the  p r o j e c t  m a n a g e r  a r e a .  

QUESTION: G e n e r a l ,  m y  q u e s t i o n  c o n c e r n s  how you m a n a g e  your  p r o -  

j ec t  m a n a g e r ' s  s taff .  Do you have  a new p r o j e c t  c o m e  up, and w h e r e  do 

you get  the  s taf f  to s ta f f  it with a p r o j e c t  m a n a g e r ,  and what  do you do 

with the  s taff  of an old p r o j e c t  m a n a g e r  when h i s  p r o j e c t  is a b s o r b e d  into 

the  s y s t e m  ? 

G ENERAL BESSON: Wel l ,  in t h e  f i r s t  p l ace ,  the  p r o j e c t  m a n a g e r ' s  

s ta f fs  c o m e  out of t h e  h i d e  of the  func t iona l  a r e a .  N o w ,  they  m a y  c o m e  

out of t he  h i d e  of t he  d e p o t  a r e a  i f  I want to change  the '  s p a c e s  a round  th i s  

way.  But in the  i n t r o d u c t i o n  of t h e s e  p r o j e c t  m a n a g e r  p e r s o n n e l ,  I h a v e  

not i n c r e a s e d  t h e m .  As a m a t t e r  of fac t ,  . . . .  (at t h i s  point  a l l  sound 

was cut off and did not r e t u r n ) .  

COLONEL MULLER:  G e n e r a l  B e s s o n ,  I 'm a f r a id  t i m e  has  caught  up 

with us .  May I on beha l f  of al l  of us thank  you fo r  c o m i n g  o v e r  h e r e  th i s  

m o r n i n g  and s h a r i n g  your  v iews  with us.  Thank  you. 
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